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CHAPTER I 



INTRODUCTION 
Subject f--nd Approach 

In recent years, the Department of Defense has been 
Increasingly concerned over the efficient utilization of 
assigned resources. Much time and effort has been devoted 
to devising an accounting system which will identify, measure, 
and provide a means to control the cost of operating an 
activity in terms of total resources consumed or applied. 

The latest product of the time and effort directed to this 
area is Project PRIME, Project PRIME is the abbreviation 
for "Priority Management Effort" and is used to illustrate 
the emphasis on management information in the accounting 
system implemented in the Department of Defense on 1 July 
1968, Project PRIME is the first phase of the broader 
Resource Management Systems (RMS); however, for the purpose 
of this study, the term RMS and Project PRIME vjill be used 
interchangeably in reference to the new system. The case 
in point, discussed at length in this study, is that any 
system can only be successful if the accounting activities 
understand the procedures and have the capabilities for 
producing the desired results, A problem of methodology 
does exist in carrying out the accounting function in the 
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Navy and the Authorization Accounting Activity (AAA) is at 
the core of this problem. The purpose of this study is to 
determine the role of the Navy AAA in accounting for end- 
use funds and to identify problems experienced in fulfilling 
this role. 

The approach of this study is to first identify 
conditions as they are today. Chapter II will discuss the 
criteria for designating an AAA, the organization of the 
total Navy accounting structure, the internal organization 
of the AAA, the promulgation of operating procedure, a 
summary of the reports submitted by the AAA, and, finally: 
will identify problems found in the present system. Chapters 
III, IV, and V will discuss these problems as they relate to 
organization, procedures, and reports, respectively. 

Chapter VI will discuss other problems not listed previously 
and Chapter VII will summarize the study and list conclusions 
reached. Appendix I is the questionnaire sent to fifty 
AAA's and Appendix II summarizes the results of the response 
to the questionnaire. 

Research Questions 

This study is expected to provide answers to the 
following questions: 

1, What are the functions of the AAA? 

2, Do AAA's have adequate resources (ADP Equipment and 
Personnel) to carry out their assigned function? 

3, Do AAA's receive sufficient guidance on standard 
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procedures to be utilized and assistance in implementing 
these procedures? 

4, Does the performance of the AAA suffer because the 
present oreemlzEitionBl atructuro does not provide oonalstont 
top level support? 

5. Are the AAA's responsive to the changing needs of 
headquarters and field level managers? 

Scope and Orpcanizatlon of This Study 

The title describes the scope of this study. The 
AAA accounts for only those funds allotted to field activ- 
ities of the shore establishment by their headquarters 
command, office or bureau for the purpose of carrying out 
their assigned mission. The main source of these funds is 
the annual Operations and Maintenance Navy (O&MN) appropri- 
ation, The scope does not include fleet activities, Marine 
Corps Activities, or activities performing the accounting 
at the departmental level. 

This study is organized around the operations of 
the AAA, Problems outside the scope described are discussed 
from time to time; hovrever, this discussion is intended to 
be primarily on the areas which have an effect on the oper- 
ation of the AAA, The intent of this study is to express 
the view point of personnel at the field level as determined 
by the responses to the questionnaire. 

Questionnaire 



The questionnaire contained in Appendix I was sent 
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to 50 AAA's which perforn’ the end-use accountin'' for 798 
field activities. An activities requested to co. plete 
the questionnaire have 5 or more customer ectivit_es. The 
50 AAA's selected represent 25.5 per cent of the ":ot«l number 
of AAA's; however, their 798 customers represent 76.5 
per cent of all customer field activities. The ^ollowln.T 
chi^rt better conveys this point: 







CHART 1-1 
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100.0 


Replies X'fere 


received from 


35 or 70 per cent of the 


activities 


requested 


to complete 


the questionnaire. The 



35 activities respondin.cr represent 17*9 per cent of the total 
number of AAA's and perform the accounting for 583 customer 
field activities which represent 55*8 per cent of the total 
customer field activities. 



CHAPTER II 



I 



AUTHORIZATION ACCOUNTING ACTIVITIES TODAY 
Bgclcp-round Infornintlon 

There are 19^ A.AA's desi; 5 nated to perforr the 
official end -vise accounting for 1,043 custoir.er shore '■ctiv- 
ities.l This number may vary from time to time for both 
AAA's and customer activities due to commissioning, decom- 
missioning and consolidation of activities. The concept is 
to consolidate the function to the maximum degree within an 
area populated by a number of Naval activities. The con- 
solidation eliminates the need for each command to have its 
own accounting staff. The accounting services provided 
Include fund resource, plant facilities, stores, cost, and 
payroll accounting. The accounting function will normally 
be performed by a logistic support command such as a Naval 
Station, Naval Air Station, or Supply Center which is in 
close proximity to the supported activity. It is also 
desirable to have an accounting activity capable of per- 
forming all accounting functions required; to be managed 
by the same headquarters command, bureau, or office as the 
supported command; and, that both commands be under the 
same area coordinator, 

lU, S. Department of the Navy, Office of the 
Comptroller, Navy Comptroller Manual, Volume II, pp, 

5-193 - 5 - 241 . 



5 



6 



There are exceptions to these rules: the most 

noticeable of which are activities managed by the Bureau 
of Medicine and Surgery (BUMED). BURIED is required to re- 
port to the Bureau of the Budget imder an accovinting system 
used by all Federal hospitals. This system is not completely 
compatible with the system used in the Department of Defense. 
For this reason, BUI4ED activities perform their own account- 
ing; however, they are still required to meet all require- 
ments established by the Comptroller of the Navy (NAVCOKPT). 
Shipyards, Ammunition Depots, and Public Works Centers also 
perform their own accounting because they operate under the 
Navy Industrial Fund, The Navy Industrial Fund is a revol- 
ving fund which again utilizes a system different than 

field activities operating on annual budgets allocated from 
the yearly operations and maintenance appropriation. 

Organization 
System organization 

The Comptroller of the Navy has the follovjing 
responsibilities : 

The mission of the Comptroller of the Navy is to 
formulate principles and policies and prescribe pro- 
cedures and systems which will exercise effective 
control over the financial operations of the Depart- 
ment of the Navy through the application of soimd 
accounting principles and progressive modernization 
of the programming, budgeting, accounting, progress 
and statistical reporting and auditing practices of 
the Department of the Navy. 2 

The Comptroller of the Navy (NAVCOMPT) promulgates 

^U, S, Department of the Navy, Office of the 
Comptroller, Navy Comptroller Manual . Volume I, pp. 1-3* 
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his estr.’olished procedures vl- vX’C j/Z ' nur.ls end in- 
structions uhlch are bindinc on f'll AAi. ’3, ^.AVCGAJ’T 
verifies that these instructions are followed v’.'.rou'fh his 
Ilavy Audit Corvice. however, NAVCOI'PT does nc ' ~ld r.wj 
nana,<^einent authority over the desi^ynated accountl ■ activ- 
ities. For the most part, c.ccounting activities are loyistic 
support activities vrhose primary niission of supply, rep"-ir, 
or support places them under a headquarters coi... ..wd, fleet 
co-m.-ander , bureau or office responsible for th.. s ^.rim-.r:/ 
mission in the area which t'ne ■‘AlA is located. Anetcen 
different headquarters commands have management respon- 
sibility over one or more /uV.'s. ItAVCOhPT acts in s staff 
capacity setting policy and procedures to be followed and 
also acts as a technical advisor. Chart 2-1 lists the major 
commands, the number of AAA's under their management author- 
ity, and the total number of customer field activities for 
which their managed A/iA ' s perform the accounting. 

The Assistant Secretary of the Navy for Financi-?! 
Kanagement is also designated as the lAVCCAPT. Ills position 
in the Department of the Havy organization is illustrated 
in Chart 2-2, The internal organization of liAVCChPT is 
illustrated in Chart 2-3, 

lAVCOhPT has management authority over twenty-seven 
field activities. These field activities include two havy 
Finance Centers, seven Navy Pe"lonal Finance Centers, and 
twelve Navy Finance Offices which are managed by the 
Assistant Comptroller for Financial Kanagement, Although 



CHART 2-1 



HEADQUARTERS COMMANDS, BUREAUS, OR OFFICES (MAJOR COMMANDS) 
WITH MANAGEMENT AUTHORITY OVER 
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these field activities perform many functions, the primary 
I'esponsibilities are to disburse public funds and to con- 
solidate financial reports for submission to higher authority. 
The Auditor General manares six Nave.l Area Audit Offices 
;jhich perform the internal audit function for the Navy. 

Internal Organization of Authorization 
Accounting Activities 

The Comptroller of the Navy has established guide 
lines for the internal organization for designated accounting 
activities.^ In general, the organization is divided into 
divisions, branches, and sections according to the functions 
performed. For example, the Accounting Division is normally 
organized into four branches: (l) Timekeeping, ( 2 ) Payroll, 

(3) Cost and Reports and ( 4 ) Inventory Accounting. 

Organizations will vary due to the size of the oper- 
ation and the number of functions performed. This thesis 
vail encompass mainly the functions of the Cost and Reports 
Branch which include: 

1 . Maintain records of charges and credits to 
appropriations . 

2 . Maintain all official fund resource ledgers 
and records, including those for accounts receiveable, 
commitments, obligations, and expenditures. 

3. Maintain cost records, 

4 . Prepare required reports. 

5. Maintain internal controls toj,, insure accuracy 
of records and propriety of changes. '' 

Operating Procedures 

The Comptroller of the Navy is responsible for 

^ Ibid . . p. 2-93. 



3 lbid . . p. 2-92. 
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establishing and promulgating operating procedures. These 
procedures are promulgated through NAVCOMPT manuals, KAVCOKPT 
Instructions and Notices, and through NAVCOKPT rulings. The 
NAVCOhPT manuals are as follovrsf 

Volume Description 

I. Coroptrollership Organization and Responsibilities. 

II. Accounting Classification. 

III. Appropriation, Cost, and Property Accounting (!''ield). 

IV. Disbursing. 

V, ( not used ) . 

VI. Appropriation Control Procedures. 

VII, Budgeting, 

VIII, Operating Forces Funding and Accounting. 

IX, Statistical and Progress Reporting. 

X, Contract and Special Financing, 

Manuals are updated through changes vfhich are published as 
needed. The change process is time consuming and has proven 
inadequate v/hen time is a factor. In such cases, instruc- 
tions and notices are used. These are letter type directives 
distributed to the sane activities holding manuals. Instruc- 
tions and notices are normally only effective until the 
change can be incorporated in the manual. This method is 
also used for procedures for pilot projects. Under this 
situation, changes are not incorporated in the manuals until 
the new procedures have been tested, 

Major changes to the system, such as the nevx Re- 
sources Management System, have been promulgated in paper- 
back manuals. Again this will be temporary: the new system 
v;ill be incorporated in a manual after it has settled down 
and the procedures have proved to be 'workable. 

The NAVCOMPT manual list required reports, records, 
and required checks and balances to be a part of the system. 
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I-Ioviever, they do not specify a de bailed methodolofy xThlch 
is to be installed at each activity. The rcethodolo-y 
differs rreatly between A/Ji's partly due to the ran,";e of 
data processing equipment installed. The designated 
accounting activities range from being completelj'’ mech- 
anized to being completely raonual. The manuals help in 
settiii"- up a nonmechanized system, but do little to assist 
in a mechanized system. N/'tVCOI'PT does not do any central- 
ized programming; however, each mechanized system devised 
by a field activity must be approved by I'lAVCOKPT before it 
can be installed. 

Some headquarters commands h?^ve established central 
programming facilities for their managed field activities 
in xPnich programm.ing the financial effort has been included. 
The Naval Supply Systems Command htas been the leader in this 
endeavor and presently has all eight of its supply centers 
on a central program. 

Accounting activities are encours.ged to request 
rulings from IliVCOIlPT on procedures which are unclear, or 
for questions which arise that do not seem to be covered in 
NAVCOKPT directives. 

Headquarters commands can issue additional direc- 
tives over and above those published by TLiVCOhPT. These 
directives are usually instructions which require additional 
reports, shorter reporting time frames, or more detail on a 
required report. They can not alter or conflict vrith 
NiVVeOKPT directives unless approved by IIAVCCNPT. 
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Reports 

Reports are submitted by the accounting activities 
for each customer in accordance with NAVCOMPT and other 
headquarters commands directives. Reports can best be 
classified as either financial reports or management re- 
ports. The following explains each type of report: 

Financial reports 

Financial reports are designed to inform all levels 
of management of the present status of funds Issued. Finan- 
cial reports differ depending on the source of the funds. 
Funds issued under the O&MN appropriation are under the nev7 
Resource Management System (RMS), The primary financial 
report for these funds is the Expense Operating Budget 
Financial Report (NAVCOMPT Form 2170), This report contains 
a trial balance as of the last day of each month and is 
submitted to the appropriate departmental accounting activ- 
ity on or before the thirteenth of the following month. 
NAVCOMPT Form 2170 answers the question heard most, "how 
much money is left?" This report also requires a break out 
giving more detail on certain specified general ledger 
accounts. The report contains five different sections and 
is basically a comparison of the current month's trial 
balance with the prior month trial balance, showing the 
amount of change in each account. 

In addition, a Functional Category Expense Element 
Report is submitted with NAVCOMPT Form 2170. This report 



15 

lists the monthly accrued expenses by function ^^nd type of 
expense. It is designed to summarize vJho spent the funds 
(functional): for what (type of expense); and, is on an 

accrued basis. 

For activities receiving an allotment under an 
appropriation other than the O&KN appropriation, the finan- 
cial status is reported monthly on the Stat^is of Funds 
Authorization Report (NAVCOKPT F'orm 2025). This report 
lists funds authorized, committed, obligated, and expended 
by budget project (budget project denotes or separates 
funds for specific purposes). This report lists current 
month and year to date figures for each heading. 

The AAA must submit a Reconciliation Report (M/'iVCOKPT 
Form 2036 ) for each allotment or operating budget (new name 
for allotment under the RK3) accounted for. This report is 
designed to reduce undistributed expenses. It reconciles 
amounts expended by various finance offices, disbursing 
offices, or other finance activities vxith the amounts re- 
ported as expended on individual allotm.ent or operating 
budget records. It is a check and balance report to insure 
all expenditures are properly charp-ed to the correct activ- 
ity. 

Copies of all financial reports, except for the 
NAVCOMPT Form 203^, are provided to the customer activity 
and to the headquarters command issuing the funds. An 
financial reports are submitted to higher authority as 
denoted in Chart 2-4, 



CHART 2-4 
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Manaf^ernent reports 

rionagement reports are designed to inform all 
levels of management of hov: funds have been spent. These 
reports are most commonly used for judging performance of 
the activity that issued the funds, RI'.S requires an Oper- 
ating Budget Report (N^iiVCOKPT Form 2168). This report lists 
expenses in the seme format as required for budget sub- 
missions; thus, making a comparison between budgeted r-nd 
actual expenses possible down to the lowest level of an 
organization. This report is completed in detail do77n to 
the sub-cost center level and, in summary, to the cost center 
level. It was designed as a tool for the field activity; 
hovrever, most headquarters commands have requested copies 
to assist them, in the management of their field activities. 
This report is completed monthly by the fifteenth of the 
m.onth following the reported month. 

The Performance Statement (MVCOKPT Form 2169) is 
probably the most useful report available at all levels. 

This report, like NAVCOKPT Form 2168, is prepared in detail 
and in summary. It shovis the per cent of the annual budget 
the command expected to spend at the time of the report, and 
the per cent of the annual budget actually expended at that 
point of time. This provides managers a, quick comparison 
and is a great assist for the management by exception 
approach. 

Four other specialized management reports are sub- 
mitted on field activities meeting the specifications for 
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subnisslon. They nre as follov/si 

1. Family Houslnp; -^nd Kaintenance Cost Report (MAVCOhPT 
Form 2100 ) . 

2. The Transportation Operations and Kainten-'noe Cnr.-h 
Report (NAVGOKPT Form 2122). 

3. Utilities Cost Analysis Report (NAVCOrPT Form 21''^7). 

4. Kaintenance Cost Analysis Report (N/iVCCKPT Form 2150), 
These reports are submitted to the Naval Facilities Engineer- 
ing Command Headquarters. They require detailed cost figures 
for amounts spent on Navy ovmed or leased facilities and 
equipment. 



Problems With The Present Structure 

The fact that there are problems vjith the present 
structure have been brought to li.crht from at least three 
different sources: (l) a report on the Navy Financial 

Kanagement System dated January 13 » 1969, prepared for the 
Assistant Secretary of the Navy for Financial Kanagement by 
Peat, Karvjick, Livingston and Company; (2) revievj of the 
Navy Accounting System, Report Number 100048 dated Kay 3, 
1968 , prepared for the Deputy Comptroller of the Navy by 
the Naval Audit Service; and, (3) replies from the question- 
naires received from field personnel employed at the Navy 
AAA's. The problems will merely be identified to their 
source in this chapter. The problems vjill be discussed in 
detail in Chapter III, IV, and V. 

Peat, Marwick, Livingston and Company 
(PKL) Report 



The scope of the study completed by Pert, Karvrick, 



Livinc’;ston and Cornpmy cnconpo.aoe.‘j ;;he entire t'-r «';>■ Pirnncial 
Prna^'ei^Tent Gystem and l3; therefore, much bro^de::- than the 
scope of this thesis. However, the report did to:ch on 
pro'b^.ems v;hich hrvo an effect on the AAA'g. It pointed ont 
the relationship betvxecn MVCOhPT and other 7?!.ajor I^avy 
organizations. The main point being that ma,jor 'H.vy organ- 
izations have been autonomous with respect to design and 
implementation of financial management and accounting sys- 
te:ns. This report states: 



Imiplementc.tlon of Havy-wide systems under the spon- 
sorship of the Comptroller is frequently successf'.illy 
compromised by ma,jor responsible organizations that 
feel these systems represent a threat to their manc_:e- 
m.ent autonomy. As a. result, the Ha.vy Comptroller does 
not and can not operate v:ith the degree of authority 
commonly associated with the counterpart position on 
industry corporate controller. 5 

This si\ccess in compromising the system means AAA's must 

make reports vihich satisfy MAVCOIIPT requirements plus those 

which some major organizations have changed. In short, the 

system is no longer a standardized system. 

Another problem, listed by Peat, KarvJick, Livingston 

and Compenj'' is one of resources. This report states: 

The Havy Comptroller organizations lacks the re- 
sou.rces to implement current and projected systems 
development within a reasonable time frame. This 
resource deficiency is in terms of both quantity and 
skills 



5p eat, Marwick, Livin.gston and Company, "Contract 
Summary Conclusions and Recommenda,tions for Navy Financial 
Management Systems Development," Washington, D.C., January 

13, 1969, p. 2. 

^ Ibid . . p. 3* 
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The context of this statement was the need for systems 
specialist required to develop the total Financial Kanage- 
ment System. Although it is taking this statement somevjhat 
out of context, this lack of resources also presents a pro- 
blem in developing systems for the AAA. 

Peat, Marwick, Livingston and Company also point 
out a fallacy in the narrow approach used in solving problems 
found in the system. The point here is that the system is 
too often analyzed as an isolated entity which can and has 
led to a network of patch elements instead of an integrated 
system. 



Navy Audit Service Report 

Expressed in one sentence, the Naval Audit Service 
Report states; 

The Navy accounting system is unnecessarily complex 
and fails to provide data needed by management. 7 

The causes for this dilemma are: 

1. The diversity of documents used for various 
types of transactions . 

2. The multitude of codes used to accommodate 
and report data. 

3. The lack of uniformity in numbering and coding. 

4. The voliAminous reporting requirements. 

5. Much of official accounting is performed by 
activities vrhose primary function is not accounting. 

a. Accounting does not receive the resources 

or attention the primary function does. 

6. The accounting system is felt by some people 
in the field to be for higher levels of authority. 

It is not useful; therefore, activities design their 
ovm system.® 



7u. S. Department of the Navy, Office of the Comp- 
troller, Review of the Navy Accounting System . Report Number 
100048, May 3, 19^8, p. 3. 

®Ibid. 
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Probleirs reported by field personnel 

The problerrs listed by .-iccountiny, person. i..l respond- 
ing to the questionnaire vicre consistent. The nu.’. . er one 
problem listed by 85 per cent of the activities replyin'- 
vjas shortage of personnel. The primary cause v;as listed 
as the implementation of RKS vrithout an increase in personnel. 

The next problem was the need for additional data 
processing capability. Of the activities with some capa- 
bility available to them, 85 per cent thought more vrork ■ 

I 

should be mechanized. The biggest problem preventing this 
was a lack of people to design and program additional ivork 
for mechanized processing. 

Another problem experienced by the majority of 
activities returning the questionnaire was the need for 
more standardization of procedures and reports. The need 

I 

for more standardization was expressed by 75 cent of 

the activities. 

Other problems listed were: ! 

I 

1. Complexity of manuals and directives and the : 

need for consolidation and simplification, j 

2. The need for more assistance in developing j 

I 

local systems and procedures, [ 

I 

3. Report due dates do not allow sufficient time j 

for preparation, 

4. Assistance needed in training military and 
civilian personnel, 

5. Implementation dates are too shore for new 

I 

programs. I 

I 

I 

I 
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6, Lock of comm.nnd interest, support, and under- 
standing. 

The remainder of this project will be devoted to 
addressing th© probleirs rrentionod by the three sources, 
discussing various alternative solutions to the problems, 
and recommending actions to be initiated. 

Summary 

The purpose of Chapter II has been to provide the 
reader with a background on the structure and the problems 
of the Navy Accounting System. The main points to be remem- 
bered are that only those activities desipinated perform 
official accounting. These activities are normally logistic 
or support type commands which provide their customers other 
services besides accounting. The AAA is managed b 5 '- the head- 
quarters command which is responsible for the primary function 
performed by the AAA in the area in vjhich it is located snd 
KAVCONPT is responsible for the accounting system ^nd promul- 
gates procedures to be followed and reports to be submitted 
through the Navy directive system. 



CtlAPTER III 



DISCUSSION OF ORGANIZATION PROBLET-IS 
General 

Organization problems concerning the A/vA are more 
external than internal. The functional organization used 
internally appears to be sound and could not be identified 
as a cause of any of the problems listed in the previous 
Chapter, The problems which can be identified as organi- 
zational are the relationships between NAVCOKPT, the Head- 
quarters Commands, Bureaus or Offices (Najor Commands), and 
the AAA ' s . 

NAVCONPT’s Solution 

The main problems with the present organization, 
according to NAVCOKPT, is that the AAA's ore not given 
proper support to carry out their responsibility. Accounting 
is looked on as a secondary role by both the command in vrhich 
the accounting is performed and its manager, NAVCOKPT' s 
answer to this problem is Project SMP. SNAP is the buzz 
vjord standing for Standard Navy Accounting Procedures. The 
objective of Project SNAP is to centralize, under NAVCOKPT, 
accounting functions not organic to other missions. Under 
this system, the accounting function vjould be removed from 
activities presently designated as an AAA and placed under 
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o. NAVCOrTT activity r=lreody in existence, or r- nev; coimn^nd 
established for that purpose. 

MiWCOhPT lists the followinr,' as benefits which vrould 
be derived from Project SNAr: (l) accounting vjould be 

standardized; (2) accounting vjould be more centralized; 

(3) accounting would receive more command support because 
it is the primary function of the command; (4) liAVCOhPT 
would have more control over the system vjhich vjould m.ake it 
easier to initiate changes to the present system or to im- 
plement a new system; and, ( 5 ) more efficient utilization 
of ADP. Project SllAP does not envision the transfer of 
stores accounting, stock fund accounting or, industrial 
fund accounting. 

Project SNAP is one alternative solution to the 
problem of NAVCOMPT's reluctance to infringe on the major 
commands authority over the Aii.A’s. This is the biggest 
problem facing the system as brought out by reports of Peat, 
Karvjick, Livingston and Company and the Naval Audit Service. 
It is the cause for not having standard procedures and 
reports plus m.any other of the problems listed in Chapter 
II, The question now is: is this the only alternative and 

if not, is it the best one? 

NAVCOMPT's approach to implementing SNAP was to pick 
an area to run a pilot project. Norfolk was the first 
choice, so the Naval Supply Center (NSC) Norfolk was ap- 
proached for information on the size of their accounting 
operation. NSC Norfolk notified the Naval Supply Systems 
Command, the headquarters command having management 
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responsibility over NSC, \fho made a rebuttal of the idea 
through his boss, the Chief of Naval Material. This rebuttal 
stated that the NSC already had the existing organization, 
staff, and ADP capability. The Center’s ADP equipment is 
programmed centrally and the accounting package is integrated 
into their total system. This vjould mean that the NAVCOKPT 
activity would require additional ADP equipment. The reply 
also stated that the present trend toward including manage- 
ment and performance data in the same reporting framework 
is more readily accommodated in an organization not solely 
concerned with accounting. The eight Naval Supply Centers 
managed by NAVSUP do the accounting for more than 25 per 
cent of all field activities and has proven to be the most 
aggressive major command managing AAA's, They are the only 
major command which has completely integrated the accounting 
system into the total logistic system with central program- 
ming, The argument of insufficient support does not apply 
to NAVSUP managed supply centers. Based on this reply, 
NAVCOHPT abandoned the idea of picking Norfolk as a pilot 
site and presently has plans to make Great Lakes the test 
site, ' 

This confrontation between NAVCOMPT and the Naval 
Supply Systems Command again ended with NAVCOMPT backing 
dovm. The arguments in this case were valid and raised the 
question of the feasibility of Project SNAP. 

If NAVCOMPT has been unsuccessful in pushing a 

standard systems through the autonomous major commands, who 

/ 

would believe these same commands would agree to giving up 
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the accountiriK function performed by desi.f^n'^ted r?ctivitieo 
v;lthin their commrnd authority? Is accountinp; an end in 
itself or is it a support function of other areas? It is 
predictable that the major coramonds believe the latter. 
Project SNAP would also be expensive to implement. As 
brought to light by NSC Norfolk, accounting is not the only 
function processed on ADP equipment at those A^i.A ' s which are 
automated. Therefore, if the accounting function vjere re- 
moved, additional ADP equipment would be required for the 
NAVCOMPT activity assuming the function. Based on the ques- 
tionnaires, the majority of replies which did not believe 
they were receiving command support was predicated on a 
shortage of people. This shortage of people is contributed 
to tv7o factors! (l) austere funding climate resulting from 
the Vietnam viar and (2) implementation of Project PRIKE. 
Project PRIME was approved under the congressional restraint 
that the services could not hire additional people to imple- 
ment the system. If all the facts were knovrn, field managers 
in other functional areas including the primary function at 
comimands designated as accounting activities consider them- 
selves just as short handed. Therefore, A/iA ' s would be 
just as short handed if they were managed by NAVCOMPT. 

Project SNAP also violates one Important criteria 
for the designation of an AAA. The criteria is that a 
designated activity should perform all types of accounting 
functions, which includes stores accounting. This criteria 
has merit. It allows for a more integrated local system; 
whereby, a requisition input to the supplying activity can 
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also generate the financial detail card to be used as the 
input for the accounting transaction. This type of single 
source input to both the supply and financial system reduces 
the chances of the document getting lost or creating an 
error plus reducing processing time. Since requisitions 
for material represent a major portion of the work 

load, e,n integrated system is more desirable than one 
divorced from the supply system. This point applies to 
other activities such as Naval Stations and Naval Air Stations 
\\ith a Supply and Fiscal Department as well as applying to 
supply centers. 

Another disadvantage of Project SNAP is its effect 
on the MAVCOMPT position within the Department of the Navy 
organization. The Comptroller has tvro official titles; 
first, he is Assistant Secretary of the Navy for Financial 
Kanagement and, second, he is the Comptroller of the Navy, 

This places NAVCOMPT at the secretariate level in a staff 
position to the Secretary of the Navy. In this position, 
the Comptroller has power over major commands to force 
utilization of the standaixi system. The problem is, he has 
not used that power and, to prevent "stepping on someone's 
toes," is novj proposing to manage the entire system under 
his own field commands. The Comptroller should not manage 
anymore field activities. This could jeopardize his high 
position in the Department of the Navy and could lead to a 
down grading of the Comptroller position similiar to that 
in the Army and Air Force, 
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iQternatlve 8olri-1on 

The preceding discussion is not intended to be 
critical of ilAVCOI'PT. NAVCC/hPT has successfully ende'’Vored 
to define the problem through internal and external resources 
and should be commended for doing so. Whatever action is 
taken must realize the benefits listed by NAVCOaP^ as 
attainable through Project SNAP. 

The biggest problem in arriving at a workable 
solution is political within the major commands and il/WCOKPT. 
The situation was expressed by Peter Drucker in an article 
published in the Washington Post on February 2, 19^9* In 
this article he states: 

Nodern government has become ixnrovernable . There 
is no government today that can stiil claiir, control of 
its bureaucracy and of its various agencies. Govern- 
ment agencies are all becoming autonomous, ends in 
themselves, and directed by their own desire for power, 
their own narrovi vision rather than by the national 
policy .9 

This may be a bit strong, but is the best explanation to be 
fovind for the major commands resistance to NAVCOKPT's 
efforts to standardize the system. 

NAVCOMPT can reduce the problem at less cost -’nd 
vrithout causing a political storm by placing themselves 
closer to the AAA's. Kr. Alfred P. Sloan, Jr., past Pres- 
ident of General Motors, had a similar problem in the 
early 1920' s. Mr. Sloan learned from experience that 

9Peter F. Drucker, "Rx for a Sick, Flabby Govern- 
ment," Washin.'^ton Post . February 2, 19^9 » p. B-4. 
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uniformity was essential to financial control. One of his 

immediate task, after taking over as President of General 

Motors, v;as to strengthen the accounting organization 

(centrally and vrithin the operating divisions), and, to 

institute standard accounting practices throughout the 

organization,^® He accomplished his task by the principle 

of dual responsibility for the operating division comptrollers’. 

The comptrollers were responsible to both their division 

general manager as well as the comptroller in the central 
1 1 

office. Just because this arrangement vjorked successfully 
for General Motors does not imply it will work for the Navy; 
however, the idea does have merit for consideration. The 
Navy system is weak and in need of a shot in the arm. 

Shoring up the system must provide for a better line of 
communication between the AAA and NAVCOMPT. This fact was 
understood in Project SNAP, 

Information on the size and specific operating 
characteristics of the individual AAA is nonexistant with- 
in NAVCOMPT, Staff accounting personnel are specialists in 
the various areas of accounting and are responsible for 
answering technical questions from the field and updating 
the manuals as required in their speciality area. For 
example, no one knows; exactly how many AAA's there are; 
how many people are employed by each AAA ; the work voliame 

l^Alfred P, Sloan, Jr., My Years With General Motors . 
(New York: MacFadden-Bartell Corporation, 1965), p. 143. 
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ct each AAA; the ADP capability of each AAA; or, vihat 
type internal procedures are used by the AAA's. Except for 
NAV3UP managed supply centers, accounting activities must 
develop all local operating proceduron, complete tho system 
design, and program their ovm computer. 

A void presently exists in the area of coordination 
’xhich is needed to establish the integrated accounting 
system MVCOMPT is responsible for developing. ITAVCOMPT 
should fill this void with a small staff of personnel well 
versed in the operations of the AAA. The responsibilities 
of this staff would be: to establish a contact in each 

m.ajor command and each designated accounting activity; 
collect a file of information on each AAA; and to assist 
in the mechanization or hardv;are update operations by providing 
knovjledge learned from other activities with the same type ADP 
system already in existence. This staff vfould serve as a. 
linking pin pulling the AAA's together. 

Another flaw in the internal MAVCOkPT organization is 
the lack of the systems approach utilized by the specialist. 
Pore effort should be made to shift to a total ccccounting 
system concept which would include designing system procedures 
for both mechanized and nonmechanized AAA's. This would entail 
close coordination vjith the ma jor commands so as to meet the 
needs of individual differences of the A/\A's. Kore vjill be 
said on this in Chapter IV, 

I 

In siimmary, it is up to NAVCOIiPT to take action to 
relieve the present dilemma.. Placing accounting activities 
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under their direct management is not considered the most 
feasible approach. NA.VCOMPT has the povjer to Insist on a 
standard accounting system for the Navy; but, has not set 
up the framework to develop the procedures for such a 
system or enforce its use. At the present time, it does 
not have the information in house needed to develop pro- 
cedures which would be workable. Therefore, it is thought 
best to set up an internal staff to collect this needed 
information and act as a coordinator to see that vjorkable 
procedures are developed and put in force. 
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CHAPTER IV 



DISCUSSION OF PROCEDURE PROBLEI^S 

Scope of Present Procedures 
Format of procedures 

As stated in Chapter II, procedures are,' for the 
most part, promulgated by NAVCOMPT manuals. For the allot- 
ment system, procedures for the AAA are found in Volumes 
II and III, These procedures are listed by functiori (i.e., 
civilian labor procedures are listed in Chapter 3; cost 
accounting procedures are listed in Chapter 5; and, the 
maintenance of allotment records are listed in Chapter 9 
of Volume III), Each functional area is covered in detail 
speaking to all the various situations which could apply to 
an AAA, The problem is to tie all these functions into a 
smooth system fJLow, It is the responsibility of each local 
activity to extract the procedures for each function into a 
total systems flow reduced to terms that the working level 
personnel can understand. This has been proven to be a very 
difficult task and beyond the capability of most AAA's to 
complete. The result has been a piecemeal system of pro- 
cedures for different functions which are not integrated. 

The AAA's have personnel trained in specific functions 
doing a certain task as described in the NAVCOKPT manual. 
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Ej.vpioyees Icsrn their o’rn jobs but h ve no idee of the uorb 
ti’at intcrfo.ccs v.'ith their fellou ■■•orherc . hAVCOf.PT m^nurls 
ri'iC.he it al'iTiost impossible to see the bi'; picture or to 
fi'-’iire out hovi all the pieces are supposed to fit to';othor. 
This problem is compounded by the high turnover of G 3-4 end 
Co -5 clerhs employed by the ^'dill's to perform the •accounting. 
The rrain result being that most AAA's are "pressure shops" 
or luider a sit^ia.tion of moving from one brush fire to another 
i.'hich is one of the causes for the employee lovf morale and 
the high turnover rate. 

The procedures for Project PRIAm, the implementation 
of the OAIIIT portion of the Resources management Sysaem, were 
published in a paperback manual. This mrnusl is an improve- 
ment ovei* procedures for the allotment system but still makes 
it difficult to see the big picture. Chapter IV of the new 
mantial lists accounting transactions a.nd hov; e^ch should be 
posted to the general ledger a.nd other records through the 
closing of the ledgers each month. However, it is still 
lacking in the reports area by not making clear how the 
transactions should be accumulated throughout the month so 
as to be available in the correct format to make the report 
in the most efficient manner. Under the circumstances of 
the new system, all levels did a commendable job in the 
short time f ramies allotted. The nev 7 manual, Pinancial Han- 
agement of Resources, FAVSO P-3OO6, was published in Parch, 
1968 for the new system v;hich was implemented on 1 July 
I9S9. Herein lies another problem. 
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Chnn.res to the procedures 



Implementation of Project PBI”E on 1 July 1968 was 



directed by the Department of Defense (DOD). The iroplemen- 
tatlon of chanp^es on short notice is nothin^ nevr to the 



Navy accountin.-^ system. The Naval Audit Service expresses 
this point vjhen it stated: 



One factor which contributes significantly to 
inaccuracies and inadequacies of the N-vy '^ccountinrr 
system is the apparent lack of preplanning^ , in^^dequacy 
of field testing, and short notice for implementation 
of nevr systems and procedures. This was true back in 
1957 vrith the implem.entation of Phase 1 of accrual 
accounting vrithin the Navyt ^nd it is true today with 
the Resources Kana.gement System (RMS ). 12 

Another factor which makes a change to the system 



more difficult to implement is the point that personnel re- 
sponsible for making the change do not fully understand the 



mechanics or methodology of the present procedure before the 
change is made. Without this knovrledge, the imp'^ct of a 
proposed change can not be predicted. Each AAA is respon- 
sible for interpreting the change and implementing it vxith- 



in his own local system. The Naval Audit Service attempted 
to obtain a feel for the problems activities vrere experi- 



encing in implementing Project PRIME. The results were pub- 
lished in September, 19^8, and revealed the follo’wlng: 

Problems observed in submitting RMS reports: 

(results of sample to see if July, I968 reports v:ere sub- 
mitted on time) 



I' 



Report 



Number of 
Activities 



Reports 
■ubm i tted 



2168 (Detail) 



24 



3 
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2168 (Summary) 


24 




2169 


24 


- 


2170 


26 


0 


2171 


26 


7 


2182 


24 


19 



A, Thirteen out of seventeen machine pro^rpms 
needed for Project PRIME were not completed. 

(1) FMSO Oakland was preparing: pro^'-r^rrs for 
MSC's and NRFC San Diepo wp.s preparin'^ prorrams 
for ITRFC San Diepo and Norfolk. 

(2) Other activities preparing their own: 

a. Proprammers and accovintinr personnel 
I'Tere not familiar with Project PRIME. 

b. Little preparation prior to 1 July 

1968. 

c. Extended time to submit June, 19^8 
reports . 

d. Lack of information from, major claim- 
ants (managers of AAA's). 

B, Field level managers felt .RMS reports X'fere for 
higher level rather than field level benefit; therefore, 
enthusiasm vjas lacking. 

C, NAVCOMPT allowed major claimants too much 
freedom in accounting and reporting requirements. 

(1) Major claimants have altered RMS so that 
centralized programming was not possible. 

This report again points out the paradox of the present 
situation but it brings out the human element which has not 
been mentioned earlier. The accounting personnel in the 
field are a forgotten bunch. There has never been such a 
thing as participating programs which include these people. 

It is not difficult to understand why their reaction to 
Project PRIME has been somevrhat negative. They h-^ve been 
directed to implement a very complex system in an unreason- 
able time frame. The selling job has been left to loc.al 

) 

supervisors who are not sold themselves, mainly because 
very little effort has been made to sell them. 



13u. S. Depa.rtment of the Navy, Office of the 
Comptroller, Report of Review of PRIME Renorts for July . 
1968 . Report No. S00119 » September, 1968, pp. 2-3 . 
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The changes required by Project PRII'iE have exper- 
ienced problems which can be predicted for any future change 
of large magnitude. Although this change was not internally 
directed, it points out many flaws in the present system. 

The three organizational levels of KAVCOMPT, the major 
commands, and the field level AAA's are all entangled in 
the change process. First, NAVCOMPT published the change 
without a knowledge of the methodology of the old or ne\i 
procedure. It is; therefore, published in broad or general 
terms. Next, the major commands interprets the change and 
passes his interpretation and additional requirements dovm 
to the AAA's. The AAA then implements the change in its 
own system. This last step is the most crucial. This is 
the first point in time where someone must be concerned 
vJith mechanics. The change results in another piecemeal 
add on or patch to the present system. Few AAA's ha.ve the 
resources to redesign their system each time a major change 
is to be implemented. In reviewing the end result, the 
change has been implemented utilizing as many different 
methods as there are activities. This is true because the 
basic structure or local procedures differ greatly between 
AAA's, A further problem is created because most AAA's do 
the accounting for customer activities which are managed by 
a major command other than the one which manages the AAA. 
Because most major commands interpret changes differently, 
their instructions to AAA's differ. Each major command 
desires that reports from all its managed field activities. 
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the iTifijority of v:hich ore not deoirnr-ted on AAA, be in 
the form.ot it h^s specified. The problerr then i"- th--t re- 
ports received for field activities v/hich account inn: is 
performed by an AAA outside its command, arc roceivecl in a 
different format. The major command then directs its field 
command to request the AAA to submit reports in accordance 
with its format. The AAA is then faced v;ith the problem of 
putting out one report in several formats in an ottem.pt to 
please all the miajor commiands having management authority 
over the customer activities. This situation reaches the 
im.possible stage after about the second request for a de- 
viation. 

Local procedures 

N^^-VCOKPT delegates the responsibility for local 
procedures to the major commands which in most cases pass 
it on down to the individual AAA, For mechanized systems, 
N/i.VCOKPT states that the managing major corntmand decides on 
the type of equipment and should provide the AA/i information 
on sim.ilar applications that may exist. IIAVCCIjPT does 
require that new systems be approved by JIAVCOIiPT before 
being implemented. 

The truth of the matter is that, except for a fevj 
centrally programmed AAA's, the job of system design '^nd 
implementation is left to the AAA, The history of mech- 
anizing accoxmting activities has established a pattern 
whereby the ADP equipment v;as justified for the supply or 
inventory control function. Assistance was provided for 
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mechanizing this function only. The accounting function 
was added on to the equipment through the efforts of the 
local ADP and accounting personnel. Accounting vjas added 
one step at a time as a patch on to the processing already 
performed. The end result heing a network of individu-'l 
systems rather than a neat integrated single source input 
system. Activities performed their mechanizing efforts with- 
out help from outside sources, even though in many cases 
another activity had done basically the same job a few 
months earlier on the same type equipment. This problem, of 
a lack of sharing of ide^s or systems is not uniqixe to the 
Navy or DOD, Kr, John R, Croxall, in his article "The 'Iron 
Curtain’ of Federal Accounting," told of hov 7 tvjo different 
governmental agencies, located only a stones throvr apr-rt, 
in Washington vrorked in developing an accounting system 
without knowledge of the other's effort,^^ In the article 
he told of the advantages of both systems and how it would 
have benefited both agencies to have shared in the develop- 
ment of the new computer accounting systems. 

Because of this policy of requiring each AAA to 
develop its own system, the job of standardization has become 
more difficult. Of the questionnaires received, the only 
AAA’s with any similarity in their job order structure were 
the supply centers under the Naval Supply Systems Command 
who h^s placed these centers on a standard centr^=l programmed 

^^John R, Croxall, "The 'Iron Curtain’ of Federal 
Accounting," Federal Accountant . XVII, (Washington, D, C,: 
Federal Government Accountants Association, Karch, I968) , 

pp, 13-25. 
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system. The job order mAmberinp system h-^s no comp'^t?>bility 
vjhatsoever. The only requirement is that the job order 
number not exceed twelve digits. Of those activities re- 
plying to the questionnaire, the job order numbers r'^nge 
from five to tvrelve digits with the digits hnving different 
significants for each activity, with the exception of supply 
centers. There were seventy-seven different data elements 
for the job order master record which v;ere used ' t one or 
m.ore of the thirty-five activities responding. I.uch of the 
problem causing such a, large number xvere different activities 
identifying the same element by a different title. Tvielve 
data elements were common to all activities responding, 
although the elements v:ere not found in the same card columns 
of the eighty column card. NAVSUP standardized the common 
elements and their location which still left the individual 
centers with enough flexibility to meet local requirements. 

Role of the major commands 
The Naval Supply Systems Command is not the only 
major command attempting to standardize accounting within 
their management authority area. The Naval Air Systems 
Command, Naval Ships System Comimand, and Naval Ordnance System 
Command are also working toward this goal. An even further 
step tovjard standardization has been taken by the Chief of 
Naval Material, the headquarters command over the systems 
com.mands. The Chief of Naval Material has directed that the 
Naval Air Systems Comjnand adapt the Uniform Automiatic Dgta 
Processing System (UADPS) which was designed by NAVSUP and 
the system mentioned earlier as being operational for the 
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eight supply centers. In 'addition, the Cominander-in-Chief , 

U. S, Pacific Fleet, is placing his three pacific ^^rea supply 
depots under the same system. This will place over 40 per 
cent of the 1,043 field activities under an AAA which is or 
will be under the UADPS. 



Other major commands 'will soon have to establish a 
standard system for their subordinate activities. VJhether 
or not they choose UADPS is strictly their decision. Al- 
though Marine Corps activities have not been included in the 
scope of this paper, it is known that the Headquarters of 
the Commandant of the Karine Corps is developing a system 
for its shore bases which is independent of UADPS. 



Th§ UADPS is a Dig sfcsp in the right dirsstlsfii 

hovjever, even viith the expansion mentioned, it will cover 

/ 

less than 20 per cent of the AAA's. The AAA's still not ^ 
Included are mostly the smaller ones with ten or less custom- 
ers. The majority of these activities are on a small 
volijme with many located overseas. There is little hope in 
sight for a system which will include these activities. 

Many are managed by fleet commanders vjhich do not have the 
resources to develop a system for the variety of AAA's under 
their command. These are the activities hurting the most 
from a lack of standard procedures at the AAA level. 

Outlook for the Future 
NAVCOMPT plans 



The only NAVCOMPT plan known is Project SNAP which 
v:as discussed in Chapter III. The possibility of Project 
SNAP being implemented in the near future is unknovm. As 
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mentioned earlier, it is doubtful that Project SNAP will 
alleviate the present situation. It will, for the most part, 
put the CONUS field activities, which are presently customers 
of the larger AAA's, vinder a nevr NAVCOMPT AAA, 

Major commands 

Major commands will Increase their efforts to 
standardize the procedures for AAA's under their command as 
the need for such action becomes more apparent. However, it 
is doubtful that they will develop systems which will be 
compatible with each other unless NAVCOMPT steps in and 
requires them to do so. Again the activities which vrill be 
in need of the most help will find that they are on their 
own. These are primarily the smaller activities located 
overseas under the command of the fleet commanders. 

Recommended Future Action 
General 

The first point to realize is that most individual 
AAA's do not have the resources, either in quality or 
quantity, to design and implement a standard system. Even 
if they did, one could not expect them to design like systems 
without further guidance in detailed mechanics. 

The second point to take into consideration is that 
even though the size and operations of the AAA's vary, they 
could be placed in one of the three classes: (l) computer 

oriented; (2) EAM oriented; or (3) manual. Acceptance of 
this thesis could make it possible for three sets of oper- 
ating standard procedures which all AAA's would fit. 
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The third point to consider is thnt there h^s heen 
a tremendous amount of time put into systems ■'Ireridy in 
existence. IJADPS is classic example and could be bip- 
step toward standardizing: compxxter oriented activities. 

NAVCOKPT action 

If MAVCOMPT vxere to establish the organization 
recommended in Chapter HI, they v:ould have on file the 
specific characteristics of each AAA. From this point, each 
AAA would be placed in one of the three operational cate- 
gories, The next step would vary according to category. 
Computer oriented activities 
Computer oriented activities represent the largest 
problem because of the variety of AD? equipment installed. 
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One solution to this problem is Common Business Oriented 
Language (COBAL). The programs would be completed centrally 
in COBAL so that any activity could convert the COBAL program 
to the program language of the equipment Installed through 
the compiler program deck, which is included in the software 
package of their own computer. It is realized that the 
COBAL approach is not a, tried and tested method; but, it 

( 

has been proven workable outside the government to the degree I 

that it warrants further investigation for this purpose. 

It is recommended that the programming staffs at 

NRPC Norfolk and San Diego be expanded to complete the 

programs. JIAVCOMPT would be required to work much closer 

with major commands to enable this system to v;ork. The 

programmers employed by NAVCOMPT would have to work side by 
( 

side with the NAVSUP programmers at the Fleet Katerial Support | 
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Office in I-’echpnicsbur:^, Pennsylvoni;^ , nnd their branch 
offices in Norfolk end Oakland. Resources could -Iso be 
requested from other msjor commands vjho vrould be .:orkinr on 
the same project independently ,a.nyv:,ay. 

Conversion to a standard system could not be expected 
overnight once a standard COPAL system v/ere developed. 
Implementation may best be accomplished at the time of -^n 
update to third or fourth generation equipment. This vrould 
be a matter for NA.VCOKPT to decide in coordination vrlth the 
major commands. 

The programming aspect has been discussed first by 
sssumlnpc that the UADPS system is workable and acceptable 
for all major commands vilth having computers. The 

first step would actually be the systems design. The UADPS 
system design should be used as a starter since the work 
has already been done and is well doewented. Hoviever, it 
should be thoroughly reviewed by all concerned to insure it 
is vrorkable under the vride variety of situations it vxill be 
faced with, 

E/'i.K oriented activities 

The EAM oriented activities can best bo helped by the 
sharing of systems presently installed. MAVCOhPT should 
investigate to determine the activity or activities with the 
best system in operation. Assistance should be given these 
activities to docviment, in detail, their system so that the 
documentation can be furnished to other EiM. activities. The 
docvimentation should include wiring diagrams or centrally 
wired general purpose boards. 
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I'.onu.'ol sictivitios 

Procedures for inanu^)! activities are available in 
the RKS manual but need to bo expanded. Again, sharing of 
ideap botv/ocn .similar octivitic.a 7Tould bo holpful. Poreonal 
contact betvreen MAVCOKPT, major comm'^nds, and field A/iA ' s 
Tifill help to point out weak areas requiring more detailed 
documentation. 

Desk procedures 

Individual desk procedures for each emiployee vjorklng 
in the accounting function is a goal vrhich fevr activities 
have been able to attain. For the more progressive activ- 
ities, the desk procedures are completed by the methods 
engineers working with employees. For activities without 
this capability, one method vzhich has vrorked successfully 
is to have each employee write his own. This method works 
best if supervisors give the employees a vreek's notice of 
the plan. Employees are instructed to start v.^ith their input, 
list all processes applied to the input, list all checks and 
balances used in performing each operation, and detailed 
explanation of the output. Employees are requested to list 
manual reference to steps which they apply. On the d^y the 
employees are to complete their procedures, the instructions 
are again given and they are expected to work only on the 
procedures until they have finished. The procedures are 
collected at the end of the day, are typed in the rough and 
returned to the employee to check. They are then given to 
the supervisor to review. Any questionable points are 
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discussed by the supervisor rmd the employee. The proce- 
dures sre then typed in the smooth viith one copy ,c-lven to the 
employee, one copy to the supervisor, end a copy pl.<?ced in 
the central file. The employee is given a folder for the 
procedures end his position description and is instructed to 
keep the folder in his desk so that procedures can be up- 
dated vjhen required. This helps to get employee participa- 
tion, is a source for good ideas, and gives a complete file 
of desk procedures. 

Resources required 

NAVCOMPT, the major commands, and the field activities 
are hard put for personnel resources. The fundinr picture 
is extremely tight with no relief in sight. Any improvement 
to the present system must come from available resources. 

The additional programmers required will cause a cutback 
somewhere else in the NAVCOEPT organization to make funds 
available for this purpose. It is hoped this is possible. 

One extremely talented resource available to lEiVCOMPT 
is the Naval Audit Service. An article written a few years 
ago by Er. T. A. Wise mentioned the changing role of the 
professional auditor. ^5 The big CPA firms have expanded 
their services to Include management consulting. It m-^y be 
possible to reduce the requirement - that each activity m.ust 
be audited once every three years to once every four years - 
in order to free some of the most experienced '•uditors to 
assist in the effort to improve the accounting system. 

^^T, A, V/ise, "The Auditors Have Arrived . " • Fortune . 
November, 19^0, pp. 151-157 • 



46 



One other pocoible resource is the Fnnpovrer Volldgtion 
Orf^onization. The validation idea has not vrorhed to the 
de'^ree that it was hoped for. These resources could be put 
to hotter ixno on a monnivo Aooountins Syotom Improvetnont 
Profrran . 

Even though the Navy is in austere fundin'- clirrate, 
resources could be found if the need for improvin the pres- 
ent system vta.s considered as a high enough priority by top 
management in NAVCOKPT. The task of going to the aid of the 
AAii. and strengthening the entire Navy accounting system is 
possible, but does require that everyone involved in the 
system adopt the goal of total system improvement and co- 
operate v:ith MVCONPT. The biggest hurdle to reaching this 
goal is the major commands. Each major command has account- 
ing systems and procedures personnel who would h^-ve to join 
forces with NAVCONPT; thus, abandoning the autonomous or 
independent course they are novi folloviing. If all the re- 
sources of NiWCONPT and the major commands vrere to join 
forces to attain this one common goal, it would be accom- 
plished . 



The Total Systems A-p-pro^ch 

The discussion up to this point has largely been 
toviard the improvement of the accoimtin-; system as it exist 
today. The Peat, Karviick, Livingston and Company report 
points up the need for a broader improvement program. The 
report states: 
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The accoimting system can narrowly be defined as 
a body of disciplined techniques for accumulating and 
reporting repetitive financial information. At this 
level alone there are numerous Improvements in pro- 
cessing techniques, detailed procedures, forms design 
and elimination of redundancy that could be mrde in 
the present accounting system. Concentration on this 
aspect of the accounting system alone will not provide 
solutions to the criticisms noted above, hovrever. Only 
if the Navy accounting system is considered in the 
context of the Navy's overall financial management 
processes can these criticisms be addressed.!^ 

This statement is heartily endorsed. The task of achieving 
a total financial management program seems almost unattain- 
able at first glance. But when one examines the prograjns 
inbeing and the possibility of intergrating these programs 
into one, the task does not seem as great, NAVCONPT should 
act as the coordinator in the development of the total sys- 
tem and should take advantage of the various sub-systems 
already in existence. For example, a starting point would 
be the UADPS Supply and Accounting System, the Information 
System being developed by the Chief of Navy Material, the 
Afloat Supply and Accounting System developed by the Naval 
Supply Systems Command, the Afloat Consumption Cost and 
Effectiveness Surveillance System. (ACCESS) , the Maintenance 
3M Program used both afloat and ashore, and the PML Developed 
Programs for partial mechanization of the Navy Budgeting 
Process and Appropriation Reporting Mechanized System. 

The need for a total system is evident. An article 
by A, T, Spaulding, Jr. describes a typical problem oriented 
approach which identifies the position the Navy finds itself 
in today: 



16 



'Peat, "Contract Summary," p, 12 
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While there cert-inly son e ..tr'c*"! 

tures of the problem -oriented eppro-ch, ic 
F'ljor dis-^dvontorcG of cresting o "p'^tch'-rv,"'-’ 
ntion, Thet is, it only potches up the v;e' 
in the over'll! systeir, 'When this spprosch 
long enough vrith no attempt st basic or tot 
design, systems inenpa-tlPilifcy usmlly o«su 
various systems end up cutting across each 
This creates duplication of effort, decrees 
ciency, in short, increases costs. 
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r.r. Spaulding goes on to define the total systems concept 



an approach to information systems design that con- 
ceives the business enterprise as an entity composed 
of interdependent systems and sub-systems, attempts 
to provide timely and accurate m.anagement information 
vjhich will permit optimum management decision making. 

An article titled "hanagem.ent in the 1980's," 

written by Mr, Harold J, Leavitt and Mr, Thomas L. V/hisler, 

describes the functions of management in the 1980’s under a 

total systems concept which they saw as the system of the 

future ten years ago,l^ Based on the progress in the first 

ten years toward a total systems concept, their prediction on 

m.anagem.ent in the 1980*s will become n reality in the 1970's, 

The im.portance of the developm.ent of a total system 

can not be overemphasized. This approach can reverse the 

autonomous tends; whereby, each major commiand is becoming 

an end in itself rather than all pulling together for the 

good of the Navy, To successfully develop such a system 



17a, T, Spaulding, Jr., "Is the Total Systems Concept 
Practical?," Management Systems , ed. Peter P. Schoderbek, 

(New York: John V/iley and Sons, Inc., I 968 ), p. 150 . 

l^ Ibid . 

l^Harold J, Leavitt and Thomas I-. Whisler, "Manage- 
ment in the 1980's," Harvard Business He view . December, 1958, 
pp. 4l-48. 
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requires the cooperation of the whole Naval establishment. 
NAVCONPT needs the pull of the position of Assistant Secre- 
tary of Navy (Financial Management) to bring the major com- 
mands together so that the needed cooperation can be attained. 

This is the magnitude of problems NAVCOMPT has be- 
fore it. It more than has its hands full in the area of 
systems development without attempting to manage field /lAA's 
completely as is recommended by the proposed Project SNAP. 
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GimPTER V 



DISCUSSION OF REPORTING PROBLEMS 
General 

In the Naval Audit Services 's revie^^r of the Navy 
accounting system, it was noted that over 500 recurring 
reports were being prepared by Navy activities to meet re- 
porting requirements existing from within and outside the 
Navy, This figure represents the tot'll number of reports 
submitted by all types and levels of Navy activities. It 
does not represent only those reports submitted by accounting 
activities; however, it does point out the fact that little 
or no control is placed on reports. All major commands may 
Initiate a requirement for a new report and often do so vrith- 
out an investigation of the reports already in existence. 

The Naval Audit Service reviewed about 100 out of the 500 
reports to determine; what use is being made of the reports; 
if continued submission was justified; and, if the reports 
could be streamlined to reduce the work load of the submit- 
ting activity. The task proved to be extremely difficult 
because in many cases recipicants could not be determined. 
However, the review did recommend that thirty-one reports 

2 On avv Accounting System , p. 2?. 
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either be eliminated or reduced in frequency of submission. 

The revievj discovered many reports were required 
because of the recipicant's desire to have the information 
available to answer questions x-ihich ml^ht occur. Other re- 
ports were required to report the magnitude of a problem 
area. This type of report is normally required at the peak 
of the problem but the command placing the requirement on 
subordinate activities fails to cancel the report after the 
requirement has disappeared. It is easier and less risky 
for key personnel in a headquarters command to require a 
nev 7 report than to cancel an old one. The reporting activity 
seldom questions the need for reports for fear of offending 
a senior sommand. Consequently, many reports are submitted 
that have outlived their usefulness. 

Standardization of Reports 

Two problems exist in report standardization. The 
first problem is the standardization of reports so that all 
funds are reported the same no matter what their source. 

An example of a lack of such standardization is the present 
dual reporting system of allotment accounting for prior 
year reports and current fiscal year reports for all annual 
appropriations other than the O&MN appropriation, which is 
reported under the Project PRIME phase of the new Resources 
Management System, Therefore, the AAA's are cxxrrently sub- 
mitting reports under two separate and distinct systems. 

The second problem is to enforce the use of a 



2^ Ibid , . pp, 1-3 
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st'sndgrd form once it h.-^s been est-^blished by WAVCOKPT. 
Thirty-nine per cent of the AAA's respondiiif^: to the question- 
naire reported th?it they hsive been requested to produce RMS 
reports in n form'-it difforont from th'-<t directed by NAVCOMPT. 
Many other AAA's produce reports in accordance with the 
directions of their mana.<7:inf^ headquarters command inste-^d of 
in the standard format prescribed by NAVCOhPT. 

Another problem exists in the design of standard 
forms. Even though reports are standardized, they dupli- 
cate information subm.itted in other standard reports. One 
example of a duplication is the information submitted on 
the monthly RMS report Operating Budget Expense Report 
(ilAVCOMPT Form 2l68) and the Facilities Maintenance Cost 
Analysis Report (I-IAVCOMPT Form 2150). Reports are designed 
to provide information for a narrow scope rather than being 
for the total system vihereby one report could provide infor- 
mation to many different high level commands for more than 
one purpose. 

Complexity of Reports 

The management reports required by the new Resources 
Management System, NAVCOHPT Form 2l68, NAVCOMPT Form 2169 , 
and the Facilities/Equipment Cost and Analysis reports are 
extremely complex reports. They require the accumulation 
of detailed cost accounting information plus feeder infor- 
mation from the customer activity being reported on. In 
the majority of cases, the individual accounting activities 
are expected to design the procedures to accumulate cost 
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accounting information through a job order structure. 

There is no standard izo.t ion of the job order structure ^nd 
the methodology utilized varies tremendously betvjeen AAA's. 
The .average number of job orders established per customer 
for those activities responding to the questionnaire is 
522. Hovrever, this number varies between AAA's from a Iovj 
of 30 job orders per customer to a high of 3 i 24 o. In many 
cases the reports are inaccurate and submitted late. This 
situation will not change until the AA/i is given some assist- 
--^nce. The reports are so complex that the design of pro- 
cedures required to set up the accumulation syscer to make 
the reports exceeds the capabilities of the personnel re- 
sources of the AA/i. 

Another complexity problem, exists in understanding 
the reports once they h^ve been prepared. Customer activ- 
ities have made little use of the management reports for 
this reason. The feeling, in the field by AAA's -^nd customer 
activities alike, is that these reports are desi.gned for the 
use of major commands and provide little or no useful infor- 
mation needed at the field level. 

Time Frames 



The response to the questionnaire pointed out the 
difficulty AAA's have meeting report due dates. The respond- 
ents spend an average of 20 per cent of the total Vian-hours 
available each month on end-of-the-mionth reports. Financial 
reports are due to the recipient no later than the thirteenth 
of the month followlner the month being reported. RFS 
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n.Tmpement reports ore due on the fifteenth. Forty-eight 
per cent of the AAA's responding cut off 'm ^ver^ge of 
three vrorking doys early on m^^terial documents nnd five 
working doys e^rly on paiblic vouchers in order to meet the 
due d'^tes. Major commands are quick to reprimand sub- 
ordinate activities which are late in submitting reports. 

Many AAA's find the situation impossible. NAVCGMPT direc- 
tives require reports to cover the entire month being re- 
ported and major commands are very strict on enforcing 
compliance \iith report due dates. The activities which do 
cut off early have found from experience that reports can 
not be prepared in the time aiioted without the use of over- 
time. Most of these activities are semi-mechanized which means 
that the documents are processed through the AD? facilities; 
hovrever, extensive manual effort is required. For ex-^mple, 
all expenditure listings received from data processing 
must be matched manually item by item with obligations. 

This is a very time consuming process. After all listings 
have been posted and the ledgers closed for the month, 
each type of expenditure must be balanced with appropri- 
ation reports submitted by the Stores Return Branch to 
insure all items have been received and posted correctly. 

An adding machine tape must be run on outstanding obliga- 
tions or unfilled orders to Insure the file baip-nces with 
the figures on the ledgers. If overtime is not allowed due 
to insufficient overtime limitation or funding, these 
activities are faced with the decision of whether to violate 
the IIAVCOKPT directive preventing early cut off or to skip 
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one or more of the vit^’l steps in document processinr or 
led'^er belenclnT, Experience has proved that violating the 
early cut off directive is the least Viarmful of the two 
alternatives . 

The end-use accounting process is the end of a long 
line of operations which involves inventory control, data, 
processing-, and inventory or stores accounting, ;iy problem 
of backlog in these .areas c.-^uses delay to the Inpuu of the 
end-use accounting section. It often takes as long as five 
or six working days to push end-of-the-month docu.ments 
through all these other operations. The attitude of hi.i’ner 
level authorities has often been one of "don't bother me 
with the details" jlist get the reports in on time. It is 
true that the procedures utilized are not alvjays the most 
efficient but they lack the personnel resources locally to 
redesign and reprogram the system. 

The Expenditure Heconcili-- tlon Report 

One example of how reports come into existence and 
how they are used is the Expenditure Reconciliation Report 
(NAVCOhPT Form 2036). In 1959» the Navy was criticized by 
the Government Accounting Office (GAO) for the growth of 
undistributed expenses. An undistributed expense is one 
which has been paid and reported to the departmental or 
headquarters command; but, has not been charged off on the 
ledger of the end-use -activity by the Ai'iA, It s'upposedly 
represents a bacVrlog or negligence on the part of the AAA 
in posting expenditure docujr.ents to their end-use fund 
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resources ledrrer. 

The disburse^Tient system is or^T'’nlzed so th-’t c-11 
expenditures ere either raede by or reported throur'h ^ N.^vy 
Pftf'iQnel FlneViQQ Cantor (tlRPC), The ‘"’eeourtttin.j' Inroriiie bion 
on eech supporting document is key punched d^ily by the 
NFC's or NFFC's. The information is processed -nd printed 
out on a Mti-VCOIiPT Form 63 ^+ vrhich seyre,<3;ates expenditures by 
type, activity, s.nd AAA, The NAVCONPT Form 63 ^ is matched 
with the supporting document and mailed to the AAA, I'l/'.ycONPT 
has established a, standard of five days from the date the 
disbursement is made to the date the NAVCOhPT Form 63 ^ 1 - and 
the source document is mailed to the AAA, At the end of the 
month, a summary of all disbursements made for e-'-ch allotment 
is sent to the Departmental Accounting Activity to show vrhat 
disbursements have been m.ade for the month. If there w-’s no 
time lag at all in the process, the summary of disbursements 
made by the NPC/NRFC's should agree with the fin'^ncisl 
statemients (NAVCONPT Form 2025 or NAVCONPT Form 2170) the 
Departmental Accounting Activities receives from the AAA, 

Any difference is listed as undistributed disbursements. 

The Reconcilia.tion Report (NAVCOHPT Form 203^) is 
then prepared for each allotment or operating budget by the 
AAA, The NAVCOKPT Form 2036 is completed after the financial 
statements are completed and must be mailed to the Dep;^rt- 
mental Accounting Activity by the day of the month 

following the month being reported. The NAVGONPf Form 2036 
is a reconciliation of the NAVCONPT Form 63 ^ received from 
the NFC/NRFC's and the ledger. The NAVGOMPT Form 2036 
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indicates expenditures v.’hich sre listed on the NAVCOI.PT ] 

I 

Form ond not posted to the ledgers or expenditures j 

1 

posted to the led,n;er but h-ve not been Indicated on o M/iVCOMPT 
Form , 634 , The totr>l undistributed expenditures indicated in 
the IIAVCOrlPT Form 2036 should o;rree with the undistributed 
amount which the Departmental Accounting Activity arrived at 
by comparing the summary received from the NFC/MPFC's and } 

the financial reports received from the AAA's, The l^VCOKPT j 

j 

Form 2036 also indicates the cummuilatlve total amount of 
undistributed expenses and the month each vi-as first reported 
as undistributed. The AAA must take action to cle-^r these 
amounts if they are known to be erroneous or to request a 

I 

NAVCOFPT Form 63 ^ from the paylnv activity if the amount has 
been listed as undistributed for three months. The NAVCOhPT 
Form 2036 does not correct the situation; but, does require 
the AAA to reconcile so that corrective action C'--n be taken. 

The AAA's have submitted the I'lAVCOKPT Form 2036 on time as 
required; but, have failed to continue the process by taking 
the needed corrective action. The KAVCOKPT Form 2036's are 
completed on the last day of the month which means the AAA 
personnel must drop the follow-up action that the report 
Indicates should be taken to start the end-of-the-month 
reporting process for the next month. The AAA is required 
to list what corrective action has been taken for undis- 
tributed amounts over three months old; bur, this re- 
quirement has done little to solve the problem. 

Three Departmental Accounting Activities x-Jere 
visited in the Washington, D. C. area to determine what was 
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done with the NAVCOFPT Porn 203^ vrhen rcoelvewl t the 
dep'^rtnentnl level. In 'll! three activities, the dAVCCPPT 
POP.!': 203<5 wes sent to D??ta Processing to be inclrded in a 
TTonthly pnelysis report. In e^^ch C'^so, only one fircure 
rsed on the IIAVCOMPT Form Z0j6i the imdistributed ewpend- 
itnres for the current month. This flOTre v: s included in 
the o.mlysls report ^long vjith the fiRure received es tot-^l 
expenditures from the NFC/IIRFC’s end the -mount of expend- 
iture PS reported on the finonciel str>tements received from 
the AAA's. This -nelysis listing tells if expenditures snd 
undistributed expenses ere in agreemeist. Nothing done 
with the aging information. Since the AAA is the only 
activity which can take action to reduce the undistributed 
expenditures, the only action a Departmental Accounting 
Activity could take is to send a letter to the AAi- directing , 

/ i 

them to do the job which the NAVCOMPT manual has -Iready 
directed them to do. Therefore, the only real purpose for 
sending the NAVCOMPT Form 203^ to the appropriate Depart- 
mental Accounting Activity is to prove that the AAA has 
analyzed the situation as required. It is simil'^r to a 
teacher requiring students to turn in their homework to 
prove that they have done it. 

If the intent of the NAVCOMPT Form 2036 were 
followed, there would not be an undistributed problem in 
the magnitude it is today and there would be no need for 
it to be forwarded to higher authority, A review of the 
undistributed situation from 1962 through 1968 is shown in 
Chart 5-1 • 
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■'‘s.se for i?.e??.surement of chanQ:e in subcequent yeo.rs, 
(Taken from the Analysis of Undistributed Disburse- 
ments fiscal Year 1952 through Second Quarter fiscal 
Year 19^9 Deport dated 20 February 1959 * prepared by 
Project Kanasement Division, I'l/'-VCCKPT) . 



Based on Chart 5 - 1 * it can be stated that the present 

reporting system has not solved the problem. The Kaval 

Audit Service estimates that some 75*500 MAVCOhPT Form 2035 

reports are received by the four system commands alone. 

The total number submitted iifithin the vfhole accounting 

systemi could reach as high as 40,000 per month. The standard 

established for time required to complete one report as 

determined by the Naval Supply Depot, Nechanicsburg, Penn- 

2 ^ 

sylvania, is 1 . 0271 S hours. These reports are nanurlly 
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prep.'^red .nt oil AAii-'s. These fic,ures shovj thst it cost the 
Navy over one hnlf rtiilllon dollars per ye-’-’r just to complete 
the MAVCOnPT Form 203^ which, as Gta.ted earlier, is only the 
starting point for solving the problem. 

The Navy has recognized the point that the present 
sj^stem is not working. SECrl/iV INSTRUCTION 7301.14 of 26 
Narch 1968, called this problem to the attention of the AAA 
and set forth revised procedures for reporting expenditures. 
The revised instructions direct the AAA not to close its 
books on expenditures until the fourth day of the follov;ing 
month so that more expenditures could be processed and re- 
ported. Evidently, the fact that half of the iu'-A’s vrere 
already cutting off five days early to meet report due dates 
vjas either ignored or not knovxn. 

The SECMAV Instruction did not try to determine the 
problem vjith the present system; but, merely placed more 
strict requirements on -vn already unvrorkable system. The 
results one year after the publication of this instruction 
proves that it was ineffective. 

This situation shows the lack of corcmunic''tlons -^-nd 
understanding betx^een MVCOKPT and the /iAiA's. The undistri- 
buted situation vjill not get better until assistance is 
given the A/iA's in local procedures. The /*AA ' s are forced 
to spend their time in processing dociments and making re- 
ports. There is not sufficient time left after these major 
tasks to clear undistributed expenses or validate outstanding 
obligations. NAVCOhPT can reprimand these activities every 
mionth for not adequately completing this task but the 
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reprimand Kill not produce renulto. Tie undietri’outed 
expenses must '- ssure a lesser priority tl- t^rocessini 
oblif^ation documents and mc,/:ini reports. ilAVCo,... ^ h<^s been 
at fault for not realizing that the present re-por .ini, re- 
quirements vrill never produce the desired x'-esn-ltc. In dis- 
cussing the problem xvith the individual vjte '.rx-'otc the 
original procedure requiring the KAVCOKPT Form ’■ c 

stated that he was not aware the procedure was no: vj-cs' ing. 
He receives no feedback once the procedure is written - nd 
placed in operation. Ke had not seen the Nav^l Audit 
Cervice Revievx of the Navy I ccounting System Issued on 
3 Hay 1968 . 

The reconciliation system should be studied from, 
start to finish to determine a better process. The best 
time to reconcile may be at the time the fln'^ncl'. reports 
are prepared. The follov;ing questions should be studied in 
developing a new approach: 

1 . Is total reconciliation necessary? 

2. Can a mechanized system be developed to speed 
the process? 

3 . Should expenditures be reported in different 
format to isolate the problem areas? 

Another point to consider is the magnitude of the present 
problem. From the figures in Chart 5~1» appe'-rs th"t 
even though undistributed disbursements are gro’.:ing, it is 
questionable whether or not the situation is as critical as 
IIAVCOHPT states. For example, vihen the ^30 » ^31 / 99 » 000 is 
divided by 252 v^orklng days per year, it gives an average of 
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$ 120 ,? 60,000 disbursed dnily. Dividinp: the ■.)l, 451, 000 un- 
distributed by the d^ily average of ^^120,760,000, it indi- 
cates that the total undistributed expenditures represents 
12 v:orking days of disbursements. The tot^l undistributed 
expenditures represent 4,8 per cent of total disbursements. 
It is understood that undistributed expenditures are at 
their lowest level on 30 June; because, of the additional 
time given the AAA to close the books for the year. This 
adds strength to the fact that more time is required to 
prepare end-of-the-month reports so that they reflect 
actual transactions for the month. At any rate, it ic 
difficult for key personnel at the AAA's to be enthusiastic 
about solving the undistributed expenditures problem when 
comparing it to other problems they are facing. 

Summary 

The causes of the reporting problems are merely a 
carry-over of those found in the procedural area. There 
is a lack of central control of the number and contents 
of reports which would produce a standard reporting system. 
The AAA is rushed to complete the reports in the time 
allotted, thereby, placing little emphasis on the quality 
or validity of input used to make the reports. The fact 
that AAA's use such a variation of job order structures 
detracts from producing a standard report. If the recom- 
mendations listed in Chapter III and IV were initiated, the 
reporting problems v/ould be partially resolved also. Again 
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the need for totr>l systems -^ppro^ch looms -^s the best long 
run solution to the problem with ^.n increase in comrnunico- 
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CHAPTER VI 



DISCUSSION OF OTHER PROBLEMS 
Revle%~ of Outst^ ndinr^ Obllp-^tions 

The problem of volid?ting outstanding obligations 
has been with the Navy since the time oblig^-tion ccounting 
V7SS first conceived. The task of matching each expenditure 
being processed with an obligation is a difficult one; but, 
an important one. If the expenditure Is processed vflthout 
liquidating the obligation, it results in reducing the funds 
available two times for the same item. NAVCOTPT directs 
that obligations vjill be validated on 30 June each year and 
at least two additional times throughout the fisc'-l ye^r. 
Invalid obligations are the most repetitive discrepancy 
found by the Naval Audit Service in field audits of account- 
ing activities. 

The task of validating outstanding obllr tions is 
difficult, time consuming, and requires the close cooper- 
ation of Receipt Control, the customer activity and account- 
ing personnel. It involves checking each obligation docu- 
ment vjhlch is over ninety days old with the Receipt Control 
Section of the supplying actl\'ity to see if their records 
indicate if the item is still outstanding. If Receipt 
Control indicates the item has been received, the investiga- 
tion must then determine if the receipt document has been 
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processed snd chp.rsed e.^ainst the appropriate allotment. 

The search for the receipt doci.iroent entrila rsvic’;ins past 
records around the date of receipt. If the itev' "as pur- 
chased, the sQ.aroli onto.lls findin'j; tho ur.icl vouch.cr xJliich 
often times means v:rltins to the finance office for copies, 
Deterniininr; vjhether or not the item has been received is the 
er-siest part of the process. Finding the empendinarc is 
the raost difficult and vital, to insure that the item rs 
char ;,ed once. Listings of outstanding obligations are often 
times sent to the customer activity for verification i. 
local procedures call for the customer activity to receive 
material direct. 

The problem of outstanding obligations, or unfilled 
orders as they are non called under Project FRILL, msy 
disappear in Fiscal Year 19?0, if RLS shifts to accru'l 
accounting. Ilovievcr, if the end-use oyster does shift to 
sccrual accounting, the problem will only shift to the Favy 
Stock Fund vrhich vjill be required to obligate stock fund 
money instead of end-use money. 

Although the ilavy Audit Service has continued to 
reprimand accounting activities over the years for having 
excessive invalid obligations, neither the Audit Service nor 
the I'lAVCCIIPT procedure section has attempted to i.i.prove the 
present procedures. Such possibilities as sampling tech- 
niques or canceling ail obligations at the close of the 
fiscal year may be feasible but have never been suggested 
or tried by these people. It appears that ;:hen a 
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discrepancy is reported v;ith this regularity and frequency, 
it would be clearly apparent that the field '-.ccounting 
activities need a better procedure to solve the problem. 
ITAVCOKPT action has boon similar to that of the \.ir.distri- 
buted disbursement problem vfhich is to add policing direc- 
tives on top of policing directives to enforce the present 
procedtire. 

Of the activities responding to the questionnaire , 

91 per cent stated that the time spent validating outstanding 
obligations was time well spent. Hoviever, 30 per cent of the 
activities also stated that it was an impossible task to 
complete properly. The activities responding spent an 
aver-age of 3*'^ per cent of the total man-hours available 
per m.onth on validation of outstanding obligations. An 
felt more time was needed to do a better job, but the lack 
of resources prevented the allocation of more time to this 
area. 

The best solution to the problem is sovinc day-to- 
day procedures for the processing of expenditijre documents. 
This again comes back to the need for integrated standard- 
ized local procedures for the AAA. Validation of all obli- 
gations is feasible with ADP equipment if the supply and 
financial systems are integra.ted and compatible. The fact 
remains that this is only a possibility if IIAVCOnPT and the 
major commands work together toward att.-;,ining this goal. 

Customer Field Activities 

The average customer field activity has a comptroller 
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with a small st.?ff of three or four people. The comptroller 
maintains memorandum records which duplicate to some defrree 
the records maintained by the AAA, These records are 
designed to provide unofficial fia^ures on fund status vrhich 
fill the time gap between the date the transaction takes 
place and the time a report is received from the AiiA denoting 
the transaction has been recorded on the official records. 

The comptroller reconciles his memorandum records to the 
official records maintained by the AAA each time a report 
is received by the AAA. I-IAVCOMPT does not stipulate the 
format or how extensive the memorandum records should be. 

They do recommend that these records be kept to a minimum to 
be used only to fill the time gap betvjeen the transaction 
date and the date it is reported back by the AAA. 



of funds to his customers varies. The following information 
summarizes the reporting frequency of those activities re- 
sponding to the questionnaire. 



The frequency by which the AAA reports the status 



CHART 6-1 



FREQUENCY OF REPORTS 



PER CENT OF ACTIVITIES 
RESPONDING 



Once per month 
Twice per month 
Three times per month 
Weekly 

Twice weekly 
Daily 




9.1 

24.2 

3.0 

Q.l 

100 . 
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The Tr'j.ni''u:r number or types of reports subrlttcf'! to custot'-er 
'••ctivlties is one or more copies of the I'eports rr '.mitted 
to hi;her authority plus some type of loc'l repo/ t llstinr; 
ch^r'^'es by job order. Of t?ie activities respoi'.dl . ■ to the 
questionnaire, 70.6 per cent submit cdditionnl reports over 
this minimum to their customers. The majority of these 
reports are p;eneroted by dots processing ■ nd g''V-- '^ore det'^il 
on labor and cost accounting information. 

The relationship or r-^pport betvreen the A/ A ond its 
customer activities v-^ries; hovTever, in many c'ses there is 
I'ch of communication, understanding, ■^nd cooper-- tion. The 
personal relationship at this level is most import nt , 

Although the questionnc ire did not specifically i .q.uest 
inf ormation as to the relationship with customer.,, m ny 
activities commented on the lack of knowledae, over depend- 
ence and uncoopera tive attitude of customer activities. 

This is a. problem which c-T-n only be addressed loc 'lly. 

The Naval Audit Service has been critic- 1 of the 
growth of the memorandum records maintained by custom.er 
activities. They state that this situ<=>tlon causes unnecess'-ry 
duplic«»tion of records and covers up ^ny shortcOi: ing of the 
AA/l such -^s inaccurate and untimely reporting. The customer 
activity has put less ^--nd less trust in the validity of the 
AAA reports by incre'^sing his own record keepirr cap-bility. 
This criticism is directed at the customer activity for 
expanding their memorandxAm records and to NAVGChPT for not 
specifying what memorandum records should be kept. The 
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criticicn seems more v^lid a::ainst I'AVCO*..-!' i],en it does 
acainst the comptroller of che field o.ctivity. no system 

Is provided, the a^riressive conptroller is ^oin, , :^o attempt 
to collect Q.nd analyze all the information posslt.lc to en- 
hance his command decision-mslcin": processes. Ai^jo, ITavy 
He, filiations and various public laws set forth penalties for 
over expenditure of allotted funds. It is, therefore, under- 
standable and should be expected that each commanding officer 
will take steps to insure he has timely and accurate infor- 
mation on the status of his funds. If the system does not 
provide for this need, it is predictable that he ^rill develop 
the capacity v;ithin his own commiand to provide it. 

Denartmenti^l Accountin/- .fe-ctivities 

Departmental Accounting Activities are the activ- 
ities that perform the accounting function for the msjor 
commands. These activities receive the reports rendered by 
the A/iA's for field activities under their Bianagerial author- 
ity. The information contained in the financial reports 
received from the A/iA ' s is consolidated and reported to the 
Novy Finance Center, in Washington, D. C., which maintains 
the central books of the Navy for NiWCOKPT. 

The major commend does not alvrays perforr its ovm. 
accounting function. For example, MRFC Norfolk and IIHFC 
San Diego perform the departmental accounting functions for 
CINCL/u'ITFLT and CINCPACFLT, respectively. Also, the Nevra 
Station, VJashington, D. C. performs departmental accounting 
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for the CMO while '-ctln''- os the AAA for forty fir.*'} activ- 
ities. The dep'’rtFent^ 1 accountinr- for the oyster Corr'rds 
xinder the Chief of M^^teriol hos been consoTio.' te ' 

under the N'^V'^1 Metcri'^l ComiT'-^nd. Support Activity ( 'TI'.G.''’. ' 

T’i'jis consolidation idc'’ hos merit but h'-s not been -s 
successful es it should h''ve been: -^yein, due to the -uton- 

o’~ous 'attitude of the Systems Commends. 

host of the problems found in the Axu. * 3 Iso "pply 
to the Depnrtmentsl Accounting Activities, eithou'^h to - 
lesser degree since they are small in number ~nd less st' rved 
for resources. The reporting of the Dep'^rtment'^.l Z ccounting 
Activities to the Naval Finance Center, Nachington, D, C., 
is more standardized tha.n the reports sv,i-''iti;3d ’'y the A.iA’s 
to the Departmental Accounting Activities. S'-'Ch Departmental 
*Accounting Activity is responsible for its own intern-1 pro- 
cedures -nd AD? prorr-ms. 

Project snip envisions pl-cln'^ the dep-rtment-1 
accounting function under a. NAVCONPT managed NFC or NPiFC . 

This portion of Project SNAP is not only fe-slble but highly 
recommended. This action would be a big step toviard stand- 
ardizing reporting from the AAA’s to the dep-rtmental level, 
liovrever, it will receive opposition from the m.r jor comm-nds 
and may never become a reality for this re son. 

The Nav'--1 A-udit Service 

.. ^ 

I 

The Naval Audit Service performs the internal idit j 

I 

function for the Navy. It is able to n-intain - standis- of | 
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independence throuf>-h the or<r5>nlz«tion link to the Assistant 
Secretary of the Ncvy for Fin^ncinl Mpnoren'ent . The And it 
Service performs the follov.'iny types of -udits.^5 

Service VJide Audit 

This type pudit ex^'mines probT err' ^ffectin<? some 
se.'^ment of the N^v'^l est'-blishment . It studies the problem 
in whole or in p<^rt «t selected activities ' r.d or^-^niz'-tion^l 
levels throu<^hout the N-^vy •^nd/or Marine Corps. Usu'-lly 
these problems '’re of m<>jor signif ic-^nce '^nd h^ve «n i'^pect 
on one or more aspects of resource utilization. The service 
V;ide audit is normally conducted by ell six are- "Udit offices 
end coordinated by the Auditor General. 

Eeglon-l Audits 

Regional audits are similar to the service viide audit 
except they are limited to one region and conducted by a 
single area audit office. The regional audit ex- mines a 
single problem at several activities contained in th-t region. 

Activity Audits 

The activity audit is conducted -t some 500 K^’vy and 
I'-rine Corps -activities on either a continuous or periodic 
basis, depending on the size of the -ctivity. The periodic 
^•udit is presently conducted on a, three year cycle. The 
continuous audit of the large activities, such as ilaval Air 
Stations, Supply Centers, or Shipyards, also takes j’bout 
three years on a continuous basis to complete. Findings are 

25e, K. Auerbach, Captain, Supply Corps, Gnited 
States Navy, Address to Officers enrolled in the Navy 
Graduate Financial Kanagement Program at the Geoi e Vf-sh- 
ington University, Washington, D. C., 25 Nrrch lyS^. 



s 

( 



73 

Vj’hich 75 P©r cent of the auditors have attended on one or 
more occasions. 29 

The Naval Audit Service is the most dynamic and 
innovative segment of the NAVGONPT organij^ation . Thooo 
ambitious recruitina; and training proprrams are paying div- 
idends. The service can be of great help to the Ai\A through 
the periodic audit if the audit is received with the proper 
attitude by the AAA. The relationship should be one of 
openness and of seeking help rather than of attaining the 
most attractive report. 

The audit reports are not utilized in their fullest 
capacity by the major commands or the procedures side of 
KAVCOKrT. Digerep^ncies uncovered by the auditors should 
provide a feedback to personnel responsible for vrriting 
procedures. VJhen the same discrepancy is noted at a wide 
range of activities it should Indicate that the procedure 
should be thoroughly reviewed and changed. Past occurances 
of this situation has merely set off voluminous nasty 
policing directives accusing all activities of not folloxcing 
the procedures as written. Little or no thought appears to 
be given to the possibility that the procedure may be the 
core of the problem. Unfortunately, the audit service does 
not presently have any role in procedure vjriting or stand- 
ardization. 

The Naval Audit Service was criticized by the Pe'^t, 
Marwick, Livingston and Company for not penetrating the 
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problem sufficiently in it's report on the Review of the 
Navy Accounting System, 30 This criticism mr^y hf've some 
merit; however, the -^udlt service did C'lill each sltuntion 
as it saw it even though It was being critica.1 of the KAV- 
COKPT organization. The review was generally • ccepted by 
Peat, Karwlck, Livinmston and Company, and it is wholeheart- 
edly supported by the questionnaires received from the AAA’s. 
Unfortunately, there is little evidence of the implementation 
of the recommendations of the report. 

The role of the Naval Audit Service is to provide 
an internal audit program for the Naval establishment. One 
important function of the internal audit report or the out- 
put of the audit service is to provide a feedback in the 
performance of the system. The output is provided, but it 
is not being utilized to m, ensure the effectiveness of the 
system. The lack of utilization is evident by the l^ck of 
appropriate recommended corrective action. 



30peat, "Contract Summary," p 
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CHAPTER VII 



CONCLUSIONS 

The Authorization Accounting Activitieo the 

found-r;tion of the accounting structure for the h^vy Shore 
Establislment , It maintains the original 'boohs of entry, 
posting labor, and material charges for the d^iiy operations 
of the customer activities. The fin'^ncial reports rendered 
by the AAA are consolidated by the Departmental Accounting 
A-ctivities and the Navy Finance Center, Nr-shington, D. C., 
for submission to the Department of Defense, Pure'U of the 
Budget, "'nd the Tre-^sury. The financi"^! and p-n" -ement 
reports are used in budget prep-'-r'* tion and revievj, and for 
the evaluation of performance of managers at the field ^nd 
departmental level. These reports play a vit'l role in 
managing and controlling of the Navy. 

Examination of the internal operations of the AAA 
has indicated little similarity in procedures utilized 
even though ^11 st-^rt vjith this same input ^nd produce 
nearly the same output. The reason for this vride variety 
is the policy requiring each AAA to develop it's ovm local 
operating procedures. This policy has caused each A^^A to 
design his ovm system independently resulting in - non- 
standard system. This policy has also ignored , the grov;ing 
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complexity of the system ^nd the use of ADP equipment, vrhich 
h?^s pushed this t^sk of system development end design beyond 
the c'^pnbilitles of the personnel resources nveil- -le t 
the AAA, 

A fevj m.!^jor coramnnds hevins^ m^^nsgement res ponsib ility 
over one or more AAA's have recognized this problem end heve 
designed and programmed ADP systems to assist the AAA. These 
systems have Integrated the accounting function inoo the 
total logistic or support program. The only drawback is 
that the major commands are developing centralized systems 
independently which still leaves the accounting function = 
long way from the goal of being standardized, 

NAVCOMPT's proposed solution to this problem is 
Project SNAP, If Project SNA.P were implemented, NA.VCGiiPT 
field activities would perform both the department •^-1 and 
field level accounting. This plan appears to be fe'-sible 
and desirable at the departmental level; however, it does 
not appear as attractive at the field level. One dravrback 
for implementing Project SI'iAP at the field level is the 
separation of stores and allotment, or operating, budget , 
accounting. Accounting should be included in the total 
logistics support package at the field level. New systems 
should be total systems requiring only one input to issue 
material or pay employees, update internal records, and 
produce required reports. Segmenting each process is not 
as efficient and is more complex, 

NAVCOMPT would be better advised to act as a 
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coordin-- tor 'Gsistin; n jor co:,ni'i,ds nd t/.eir x'’icld LLl.'z. 
St-nd'-rd opcre-tin-^ proceduroa should be developed by IIAVCCXPT 
^-nd represent^' tives of the no jor con'inonds for so., puter 
oriented, Kill orienbed, -^nd ’r-nur^l AAA 'a. This . ould o ^ 
lon^’'-run ■^ppro'^ch tn,kin,i four to five ye^rs to co'-plete. 

In the short-run, NA.VCOr.PT should collect dete frc"* c'c'.. 

AAii on its operations, machine c.epnbilities , volu.' 3 of ..ori-:, 
personnel status, and problem areas. Once this inf on. tion 
is received and activities are cate.vorized by ADP c-^p'-hility , 
MAVCOI'.PT should •'ct ^s a voc^l point directin'- activities 
Kith similar problems to Kork out solutions together or for 
one activity to take .advantage of .a solution employed by 
another .activity vjhich has experienced the s~me problem in 
the past, ITAVCOKPT must i-Jork closer VJith m- jor oomir.'.nds in 
developing a standard system vjhich all c^n live v:ith. Once 
the system is developed, v.ari^tion should not be allovied. 

The recent past has proved that standard s3''stem.s 're met v/ith 
resistance from development through implementation but are 
viorkable and more efficient once operation -1 . 

The AAA's, taken as a VJhole, are not performing the 
quality service in terms of accurate, timely, and complete 
reports v;hich their customer field activities or the head- 
quarters, bureaus, or offices desire. The service rendered 
b.y the AA.A is deteri-ating r-^ther than improving. Field 
activities are exp.anding and placing more reliance on 
r.emorandiAjc records and the major commands '•re settling for 
incomplete information. The AAA's have been victimized by 



o O 

the £^ro^-rth of .? corplex systen o.nd complex 
vrhich hoc curp'-^crjcd the copoi^nitioG of the 
to master. Due to these incre'^ses in coirpl 
rnh p'^jor copironds must nccumujote o.doqu- te 
•'rovide str'ndo.rdlzed procedures for the i f/ 
tr-illzed source. IIAVCOXPT must take the le 
tor o.nd supervisor of the development o:" 
insure uniformity. The situation is less 't 
nou and vi'ill continue to decline until a ms 
system, improvement progror. is initiated to 
trend . 
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tl^e procedures to 
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APPENDIX I 



Jr.nur;,ry 2, 19'^9 

Dear Sir: 

As part of my viork towr^rd fulfill i t!:e reqrxirc- 
ments for a Master's Def^ree in Business Adi inistr' tion in 
the li.rvy Financial hanacerent Cr-"duate Pro. ram -:t leor^e 
FcShinmton University, I am vindertaklng a si.irvey of the 
resources and local operating procediires of Authorization 
i'-ccountinr Activities. This survey viill provide needed 
input to my research project vjhose purpose is to define 
the role of the Authorization Accounting Activity in 
accounting for end-use funds issi.ied to U.a.vy Shore Activ- 
ities, It is hoped that this project vrill identify the 
major problems experienced by accounting- activities in 
meeting the increasing demands of the major cla.lm-nts 
issulna: the operating budgets, :M;.VCOI-xPT, and t':e Comp- 
trollers of the custo^aer field activities. 

You are requested to complete the attached qiaes- 
tionnalre -nd return it in the enclosed self ■ ddressed 
envelope '-s soon as possible. The information requested 
■;iill not be used officially; therefore, the opinions 
•' iven should be your oun based on your personal experience. 
Constructive criticism and/or suggested improvements to the 
present system are encouraged. Your replja will not be 
divulged or referenced Individually in my research pa-per 
without your written approval. 

Your assistance in this survey is gre- tly 
appreciated . 



Sincerely , 



James V'. Brovrn, LCDR,SC,U3N 
5807 Davres Avenue 
Aiexandri-^, Virginia 22311 






SURVEY OP NAVY AUTIIORIZ/\TICW ACCOUNTING ACTIVITIES 



lAome of Activity: 



PERSONNEL 

1. Rank/Gr«de of Fisc^^l Officer: 

2. R'^nk/Grade of Assistant Fiscal Officer: 

3 . Rank/Grade of Supervisor of the Cost ^ Reports Br-nch: 

(or equivalent organizational component performin’: end- 
use accounting and preparing rnanageriient reports): 

4. Number of personnel in Cost & Reports Branch: 

(Average number onboard): 

Appropriation & Control Job Order 5; Reports Section 
Section (Maintains end- (Maintains JO files and 
use accounts) makes reports) 

SKs 

GS 8 

GS 7 

GS 6 

GS 5 

GS 4 

GS 3 & 

Under 

TOTAL 

5 . In your opinion, is this enouah people to complete 

assigned tasks? 



6, If not, number and grades of •addition.?! personnel 
required : 



AUTO?/iATTC DA,TA. PROCE,SSIMG (ADP) 



1. Are Antometic D8,ta Processinr fe.cilitles eveilebleV 

(If ADP facilities are not available, move on to next 
section) . 

2. r-ipniifactiirer and type of central processinr’: unir: 

3. Per cent of total ADP time avaiiauie aevoted to pro- 
cessing fiscal work: 

P-, Is ADP prog-rsjnming accomplished by your acrlvityV 

5. is it difiicult to change an exisrinv oro<-^r'^m or to 

have a new procrrara written? 

t>. Are distributions and reports produced by the Data 
Processing Department timely and acpurate? 

If not, explain: 



7. In your opinion, could more fiscal work be processed by 
A.D? equipment if the equipment and promramminq time were 
available? 

If yes, in what areas: 



IIORKLCAD INFOPT^ATIOIT 

1. Number of Fiscal Year 19^9 Operating Budgets and Fund 

Resource Ledgers maintained: (Do not include 

individual reimbursable accts.) 

2. Number of Fiscal Year 19^8 Fund Resource I.edger Acco’ints 

(One per 3P) maintained: 

3. Number of Fiscal lear I909 Heimourse-ble Oraers received: 



4, Avernre ( estim'^ted ) nuTr.ber of new unfilled order 

documents processed monthly: 

5. Averf'.'^e (estimated) number of public vouchers processed 

monthly : 

6, Average (estimated) number of expenditure documents 

(NSA & Interdepartmental charges) processed monthly: 

7. Nimber of Fiscal Year 19^9 job orders presently in your 

active file: 

REPORTS 

1, Does your work load require you to cut off prior to 

the last working day of the month in order to meet 
report due dates? 

If yes, give number of days: ^flaterial Documents 

Public Vouchers 

2, Estimated per cent of total labor hours expended in the 

Appropriation & Control Section devoted to preparing 
end of the month reports: 

3, Estimated labor hours per month required to prepare the 
Expenditure Reconciliation Reports (NAVCOI-jPT FORE 203^): 



4. Number KAVFAC Management Reports submitted: I'onthly, 

Quarterly Semi Annually Annually 

5. Estimated number of man hours devoted to NAVFAC 

Management Reports: Monthly Quarterly 

Semi Annual Annual 

6. Hovj would you rate the quality of the NAVFAC reports 

prepared by your activity: Excellent Adequate_ 

Poor 
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7. Do you provide your custo’ucr •■.ctivitieo v;lth ^ny reports 

other thrn those required by hirher 'authority? 

If yes, plesse list: 

6. How many times per month are you able to notify 
customer activities of his up to date b^^lsnce of 

unexpended funds? 

9. Have yo\.i been requested by any customer activity to 
modify the format of any of the reports required by 
P 3006 to comply vrith special requirements of the 

customer activity's headquarters command? 

If so, please list customer activity and his headquarters 
command : 



PROeSDUHES 

1. In your opinion, are instructions issued by hi,?;her 

authority concerning changes to existing procedures or 
Implementation of new procedures adequate? 

2. Do ?/ou normally receive assistance on interpretation or 

clarlf ication of these instructions? 

If so, from whom? 



3. Do you think NAVCOKPT could do more in establishing and 
standardizing procedures for the Authorization Accounting 
Activity? 

If so, in VThat areas: 
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MISCET.JANEOUS IMFORMATION 



1, Estlimted f?ver.9<re nuirber of m^'n hours devoted per month 
to vplidHtinj?- outst^^ndin.^ oblifrptions or unfilled 

ord or s i 

2, In your opinion, is this v-^lidstion time v/ell spent or 

do you believe it is almost an impossible task to 
complete properly? 

3, Please list a sample job order number under ^ our local 

structure and explain the meaning of each di -it: 



4. In your opinion, is the accounting function given the 
command attention and support necessary to accomplish 

assigned task in the best or most efficient m-nner: 

If no, explain: 



5 . Please list the data elem.ents contained in the Job Order 
I'aster record on the form, provided on p^me 6. 

6, Please list any other information which you think 

necessary to provide a, better understanding of the 
problems of an Authorization Accounting A^ctivity: 



NOTE: It is understood that some of the information re- 

quested will be difficult to obtain. If it is not 
feasible to obtain some of the requested information 
please either make an estimate or leave the question 
blank. The success of this project depends on your 
completing as much of the questionnaire as possible 
and returning it promptly. Thank you for your 
assistance. 
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APPENDIX II 



\ 



RECAPITULATION OP REPLIES TO QUEST! OIWA IRE 



PER SONNET. 



1, Manual Activities: 

166 on board 
16 short (9*7 per cent) 

2 . EAIi Activities: 

49 on board 

9 short (18,4 per cent) 



3. Conputer Oriented Activities: 
578 on board 
52 short ( 9*0 per cent) 



4 , Total all activities: 

793 on board 
77 short ( 9*7 per cant) 



AUTOMATIC DATA PROCESSING (ADP) 



1 , Breakdovm of ADP capabilities: 

7 manual 
3 EAM 

25 Computer 

2 . Types of Computers: 

Eg uipment Number of ..c vities 



IBM 1401 
IBM 360 
IBM l 4 l 0 
UNI VAC III 
NCR 315 
UNI VAC 1050 
BUR-R-263 
RCA 3301 
IBM 1460 



4 

2 

i 

1 

1 

1 



j 

1 
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Per cent of tot'll ADP tine -•V'^il-ble devotc(^ to 
processin/r fisc'll work: 



Per cent 



N'gyr.ber of AotjTrit.leG 



80-89 

70-79 

60-69 

50-59 

40-49 

30-39 
20-29 
10-19 
0 - 9 



2 

2 

4 

2 

2 

3 

6 

2 

2 



rE/ili: 4 o ,44 per cent 

rEDIAK: 35 per cent 

4 . Is ADP Prefer. •inning ^ccc~plished by your "-ctlvity? 

19 ‘activities answered YS 3 : 6 r>nsv;ered PG 

5 of the 6 were under UADPS. 

1 X'T^s ? tenant activity. 



5. Is it difficult to ch'^n-^-e an ejristing pro;r^’‘^ or to 
have a nev: progr‘‘’Tr written? 

17 activities answered YES: 8 a-nsT-;ered YO 

6 . Are Distributions and Reports produced by the Det“’ 
Processing Department timely and accurate? 

19 activities answered YL'G: 6 answered Yu 

7. In your opinion, could more fiscal work be processed 
by ADP equipment if the equipment and programing 
time were available? 

22 activities answered YES: 3 answered MO 
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VIORKLOADI r-IFOR!'’ A TI ON 



1, E’nployees per custoirier: 

(Tot"-'l employees - questions 1, 2, 3» "ncl. 4, p^re 80 , 
divided by tot'=l number of customer f-c tivities) . 



NUMBER OF ACTIVITIES 



Emoloyees 
oer customer 


Manual 


EP>H 


Coaiputer 


TOTAL 


5.00 - 


5.49 


1 


0 


2 


3 


4.50 - 


4.99 


0 


0 


1 


n 

JL 


4.00 - 


4.45 


0 


0 


0 


0 


3.50 - 


3.99 


0 


0 


0 


0 


3.00 - 


3.49 


1 


0 


2 


3 


2.50 - 


2.99 


0 


0 


2 


2 


2.00 - 


2.49 


1 


2 


-2 


6 


1.50 - 


1.99 


3 


0 


0 


9 


1.00 - 


1.49 


1 


0 




h 


.50 - 


.99 


0 


1 


cr 


6 


TOTAL 


7 


0 

j 


24 ^^ 


34 


MEAN 




2.36 


1.55 


2.12 


2.12 


MEDIAN 


1.75 


2.00 


1.81 


1.81 



* One activity did not provide information. 



2. EOB/Allotirents per e^nployee: 

(Tot«l of worklo'^d inf orn’'^tion fro^ questions 1 ?^nd 
2, pn,,o:e 8l, divided by tot^l personnel, questions 
1, 2, 3» -'^nd 4, pooe 80 . 



MUIiDER OF ACTIVITIES 



E03/A] lotments 
uer employee 




EAN 


Com outer 


Tot'-l 


20.0 




21.9 


0 


0 


1 


*i 


18.0 


- 


19.9 


0 


0 


0 


0 


l6.0 


- 


17.9 


0 


0 


1 


1 


14.0 


- 


15.9 


0 


0 


2 


2 


12.0 


- 


13.9 


0 


0 


6 


0 


10.0 


- 


11.9 


0 


1 


0 

y 


4 


8.0 


- 


9.9 


0 


0 


4 


4 


6.0 


- 


7.9 


1 


0 


4 


5 


4.0 


- 


5.9 


T 

- 1 . 


0 


j 


4 


2.0 


- 


3.9 


4 


1 


.4 


9 


0 


— 


1.9 


1 


0 


2 


3 


TOTAL 






7 


2-“- 




33 


MEAN 






3.67 


6.30 


7.95 


6.64 


MEDIAN 






2.90 


6.30 


7.85 


6.20 



* Two activities did not provide inf orra'^tion. 
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d 



3. Documents (in thov.a^ndR) procosGcd per c. plo:'oe: 
(Totnl oblip-atlons plus ptib?,ic vouchors plus 
billin"T. - questions 5. p'-'^'C 82, divided 

by total personnel - questions 1, y., J, and 4, 
nan-e ou) . 



NUT'i'BER OP ACTIVITIES 



JJociA'^e’^ts (uuu) 


Y o nr r> 1 


FAN 


0 n ' ' "*8 


I — • 

c* 

-r 

c 



Pnoc e s sed ner 



E^ni oyee 



Over - 3.25 


0 


0 




2 


2 


3.00 - 3.24 


U 


0 




1 


1 


ii.75 - 2.9V 


0 


0 






1 


2.50 - 2.7^ 


U 


0 




0 


U 


2.25 - 2.49 


0 


0 




]. 


i 


^;.0U - 2.24 


0 


0 




0 


0 


1.75 - 1.99 


0 


0 




0 


0 


1.50 - 1.74 


u 


0 




0 


0 


1.25 - l.t'-9 


0 


0 




c 

j 


5 


1.00 - 1.24 


1 


0 




1 


2 


.75 - .99 


0 


u 




2 


2 


.50 - .7^1- 


1 


2 




3 


6 


.25 - .49 


2 


0 




4 


6 


0 - .24 


2 


1 




•), 


4 


TOTAL 


b * 


3 




2V^ 




MEi^N'I 






.56 


1.56 


1.2 


MEDIAN 


.345 




.72 


1.19 


.7 



Pive activities did not provide inf orination. 



KEPOHTS 



1, Does your work load require you to cut off prior to 
the last working day of the month in order to jaeet 
report due dates? 

17 activities answered YES: i8 rnswered NO, 

2.64 working days for material documents, 

4,85 working days for public vouchers. 



QO 



2 . 



Estim-^ted per cent of totel l^bor hours expended In 
the Appropri'^tlon nnd Control Section devoted to 
prep^rinc; end of the month reports. 



over 


50 


2 


45 - 


49 


1 


4o - 


44 


1 


35 - 


39 


0 


30 - 


34 


3 


25 - 


29 


3 


20 - 


24 


2 


15 - 


19 


5 


10 - 


14 


5 



5-9 ^ 

0-4 2 

28 

7 activities did not answer the question. 

NEAN 20.3 cent 

MEDIAN 15 per cent 

3. Estimated labor hours per month required to prep'^re 
the Expenditure Reconciliation Reports (''JAVCOMPT 
Form 2035 ) . 

Method of Computation: 

Number of hours reported on this question divided 
by total personnel (questions 1, 2, 3» -^nd 4, page 
80) X 168 hours per month equals per cent of total 
man hours available, which are devoted to completing 
NAVCOKPT Form 2036. 



PER 


CENT 


10.0 


_ 


over 


9.0 


- 


9.9 


8.0 


- 


8.9 


7.0 


- 


7.9 


6.0 


- 


6.9 


5.0 


- 


5.9 


4.0 


- 


4.9 


3.0 


- 


3.9 


2.0 


- 


2.9 


1.0 


- 


1.9 


0 


- 


.9 



TOTAL 



KEAN 4.75 per cent 
MEDIAN 3*0 per cent 



NUI'iBER OF ACTIVITIES 

4 
0 
1 

3 

1 

2 

2 

6 

7 

5 
2 



33 



I 



Li 



l:i.in’:cr of IVxV.-.-C ..r.n' o'"'wnt x'opo'^f; 

( o".c ".ctlvity repci'bcd or 

prepr.re their oi;r reports). 

C - yr v" — ^r 
- J. 



r''or' ? ttcd : 



9 Activities 


44 Reports 




51/'. 


n-‘'ours 


Averayo : 


11. Ran-Hours 


per 


' orf 


■’y F.e^y-ort 


QUARTERI "’■ 


2'r Activities 


83 Reports 




17?: 


3.n~ A .rs 


Average : 


20. l4 Kan-IIours 


per 


Qua.r 


: .rly 'upor 


S.c,:..L -AYTIJAL 


24 Activities 


107 Reports 




1415 


^ an-'''ours 


Average : 


13.22 Ean-Hours 


per 


Seir.i 


Annual Rep 


Ali'JUAL 


24 Activities 


155 Reports 




2166 


an -Hours 


Average ; 


13.97 Ran-IIours 


per 


Annu' 


-1 Report 



5» Quality of hA'/FAC KanacceF.ent Reports 



Excellent 

9 



Adequate 

Vi- 



roor 



/* 

o . 



Do you provide your customer activities '. i^t. c 
reports other then those required by higher autl.ority? 



25 Activities ansv;ered YDS - 10 activities 1‘0 

7 . Hou tiraes per month arc you able to notify 

customer activities of his up to date balance of 
unexpended funds? 



TiriES PER WOKTH 
1 
2 



O 

J 



Yeekly 

T?jice heekly 
Daily 



hUI'IBER OF ACrIVITIES 
12 

o 

J 

r\ 

0 

1 
Q 



8. Have you been requested by '•■yy' customer activity to 
modify the format of any of the reports required by 
P 3006 to comply with special requirements of the 
customer activity’s headquarters command? 



13 Activities answered YES - 20 answered HO 



2 Activities did not ansvrer 



PROCaDURES 



1, In your opinion, are instructions issued by higher 
authority concerning: changes to existin.r procedures 
or implementation of new procedures adequate? 

20 Activities answered YES - 15 answered NO 

2. ' Do you normally receive assistance on interpretation 

or clarification of these instructions? 

20 Activities answered YES - 15 answered NO 

3« Do you think NAVCONPT could do more in establishing 
and standardizing- procedures for the AAA? 

21 Activities answered YES - 7 answered NO 
7 Activities did not answer 

NISCEI.LANEOUS IMFORNATIQN 

1. Estimated averap-e number of m^n-hours devoted per 
month to validatinf^ outstanding- obligations or 
unfilled orders: 

Nethod of Computation: 

Number of man-hours reported on this question 
divided by total personnel (questions 1 , 2 , 3 , and 
4) X 168 hours per month equals per cent of total 
man-hours available which are devoted to completing 
validation of outstanding obligatio-ns . 

NUK3ER OF ACTIVITIES 

3 
1 
1 
1 
2 
2 
0 
2 

4 

^ 9 

8 

KEAN 3,6 per cent 
KEDIAN 2.1 per cent 

2 . In your opinion, is this validation time well spent 
or do you believe it is almost an im.possible task 
to complete properly? 



PER CENT 

10 - over 
9 - 9.9 

8 - 8.9 

7 - 7.9 
6 - 6.9 

5 - 5.9 
4 - 4.9 

3 - 3.9 
2 - 2.9 

1 - 1.9 

0 - .9 
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31 Activities nnsv;ered YES - 2 ?>ns'.;crcd NO 

2 Activities did not answer 

10 Activities indicr-ted validation almost 
irapossible to co'^iplete proper3..y. 

3,. In yoazr opinion, Is the ■^ccotmtiny function r-lven 
the commend <^ttention -nd support necessary to 
accomplish cssiyned tack in the best or most 
efficient manner? 

22 Activities answered YES - lo • nsyered KO 

3 Activities did not answer 



SAKPLES 



OF JOB ORDER ilUI'IBEP I IIS 



Kj .. O A O 



IPTPEH OF sampl e MUKBER EXPLAllPfTIO’T OF E'- GY DIQTT 

DIGITS ^ ^ 



9 

9 



9 

11 



6 

12 

7 

6 

10 



179D11C20 

DllClOOOO 



D11A1091A 



90100001600 



17-OPTAR CODE; 9-FY; Dl-F/SF 
CAT; 1C20-COST ACCT 

D1 P/SF CAT; ICIC COST ACCT; 
0-FILLER TO ..oEE 5 DIGITS; 

00- JOB ORDER CTJR-FLOF TO 
serialize JCB GREER EUKBER 

01- 99 

Dl-S/SF CAT; lAlO COST ACCT; 

9 FY; 1 ACTIVITY CODS; A 
OPTAR CODE 

9 FY; 01 RSSP&IT3I3ILITY 
CENTER; 0 IDENTIFIES TYPE OF 

reikbursadle; 0001600 

CUSTOMER ASSIGNS OWN SIGNIFI- 
CANTS 



200000 



ASSIGNED IN BLOCKS TO 
CUSTOMERS 



9IIAIOOOOOOO 9 FY; 1 DIREC.; lAlO COST 

ACCT; 000000 GERIAL 

96A1421 9 FY; 6 A fund ' DN ; l42l 

SERIAL 



9JOII8 9 FY; J A.DN CODS; 01 COST 

CENTER; 18 SERIAL 

0220129419 0 MON MIF; 22 HESPCl SIBILITY 

CENTER; 0 COST CENTER ; 12 
F/SF/COST ACCT; 9 IDENTIFY RE 
IN3URS/1.BLE ; 4l9 NO RSSTRICTIO: 




J 



10 


S9ASIOU123 


n 

0 


i.CTIVi 


. O TP 7 . 


1 — 1 
‘1 


CCS‘ 








CCT; T.T 


- ry — \ , S' 


Lx 7 . L' n 


; 1: 






T^i 


U C- j Li Ij 0 








7 


9::yo68u 


n 

y 


•pT- 

- -j- ; 


JxJ 


; -■ 






c: 


T " ' 

X- X . j. .L- ■ 


'i.-:/Bx / 


CODE ; 


068 






0 


LRIIL 


•a , -r- r- 


■ l.CtIC 


» 








JUjT xSli . xii . .. 






11 


002'ii|-900001 


002^‘-4 r-: 


C • Q FL • 


"0001 




6 


400399 


4 


DEPT; 




-A; 9 


FY 


12 


19136AL04682 


1 


ACTIVI 


rnv , n 
— J y - - I 


“1 'PTT^' 


:d 



LiMaiYTio:'; 3 ckttep.; 

6 SFC; AP COG? ACCT; 046S2 
GPRIAL 



L"ST or J' xA Exir-'ET’^TS 
FOR JC3 Cx'JJJ? ; '’:.o'x’ER RECORD 
(DI.U.C3) 



1. Approprlctiorx 

2 . Sub head 

3. Operatins Budget 
h, Chargable Activity 

5. bnit Identification Code (UIC) 

6. APJ'. UIC 

7. Fund Limitation Holder UiC 

8. Job Order Uujifoer 

9. Cost Center 

10. Sub Cost Center 

11. Functione.1 Category 

12. Sub Functional Category 

13. Cost Account 

lA. Reimbursable Code 

15. Total Acceleration Rate 

16. Leave Acceleration Rate 
1?. Fringe Acceleration Rate 
13. IJAVFAC Reports Code 

19 . Fiscal Year 

20. Prior Fiscal Year 

21. Departmental Code 

22. OPTAR Code 

23 . Control Code 
2A. Fund Code 

25 . Functional account liuxiber 

26 . Bureau Control Fxiinber 

27 . Allotment lav’oer 

23, Sub Allotment Rumber 

29 1 Job Order Cverflovr 

30 . Property Accounting Activity 



31 . WEP Task Code 

32. kari'^geraent Code 

33 * Task Assignment Code 
34 . Program 
35 * Work Area 

36. Date Established 

37 . Card Code 

38. Transaction Code 
39 * Expense Element 

40 . L /\3 EAM or Utility Code 

4 1. Line Number NOBIS 

42 . NAVSeON, NSNSES S/C, NAVSEC CODE 

43. Plant Account Class 

44 . Labor Class Code 

45. Close For Labor 

46 . Document Identifier 

47. Suffix 

48 . Overhead Code 

49. Post Key 

50. Exception Code 

51. Se'^ment 

52. Job Cost Frequency 
53 * Holder Suffix Code 

54. Reimbursable Local Code 

55 * Internal Work Unit Control 

56. Internal Backlog Control 

57 * Activity Code Number 

58. Reimbursable Work Order Number 

59 * Sort Code 

60. Auxiliary Job Order Number 

61. Cancelled 

62. Equipment Cost Code 

63. FP or CR Code 

64 . Customer Category 

65. Surcharge 

66. Customer Name 

67. ms RMS Code 

68. NAS 3 M Code 

69. Leave and No Cost 

70. Transaction Type 

71. Type Account 

72. Shore Activity Code 
73 * Area Code 

74. State Code 
75 * Account Code 

76. Object Class 

77. Cost Code 

Data Elements V 7 hich should be standardized. 
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SCORED HINGE BINDER 

\ PF? T307 RED B86 2907 TUROI/^ISE 

@Gc - 07 BLACK BQ8 2907 PALM GREEN 
-©S o07 GREY BX8 2507 EXECUTIVE RKl^ 

BF9 -‘ATT GREEN BZS 2507 DARK GREEN 
t-B --^07 BLU* BAS 2507 TANGERINE 
VS 2507 YELLOW BBS 2507 (WYAL BLliS 
2907 SH-050 ASSORTED DISPLAY 
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